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Directed by! Professor Gretchen B. Rossman, Ph.D. 
The 1969 General Chapter of the Sisters of Notre 
Dame de Namur mandated that each Province (government 
unit) design a plan of governance peculiar to the 
Province. Although there were several attempts to 
fullfil this mandate, the Sisters of Notre Dame de 
Namur of the Ipswich Province did not have a plan of 
governance as of 1985. 
In 1985, the Province Administration submitted a 
proposal to the Province Assembly (policy making body) 
that an Ad Hoc Committee be formed to write a plan of 
governance for the Province. When the Ad Hoc Committee 
was in place, it presented a schema quite different 
from that which was proposed. It entailed a 
three-year, on"going process in which "process' was to 
IV 
be determined by the membership. An incentive to 
action was the challenge of the General Moderator of 
the Sisters of Notre Dame de Namur to renewal. 
The Ad Hoc Process, as the plan of action was 
known, was a grassroots endeavor which revitalized the 
Sisters of the Ipswich Province. It provided for 
maximum participation and exchange via small cluster 
meetings and total Province sharing. The process led 
the Sisters to develop a Focus Statement which became 
the basis for the Province Mission Statement. The 
Mission Statement gave rise to the Province setting 
goals for itself. These goals necessitated a 
re-searching of the style and the structure of 
leadership. These goals also became the criteria by 
which qualities for leadership were determined. 
The intent of the Ad Hoc Process was to model a 
process such that the plan of governance would emerge 
from the experience of the process as the issues of 
governance were resolved. The results of the Ad Hoc 
Process were new leadership selected by a discernment 
process and a new plan of governance written and 
accepted by the Sisters. The plan imaged the lived 
experience of the Sisters and projected into the 
future. 
The process enabled the Sisters to identify key 
questions and issues and to work these questions and 
V 
issues to some resolution. The Ad Hoc Process gave the 
Sisters a sense of ownership of the Province and an 
understanding of authority, that each Sister authors 
her own life. 
vi 
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There is nothing more difficult to plan, more 
doubtful of success, nor more dangerous to manage than 
the creation of a new order of things" (Machiavelli, 
1513) . 
In an important sense this world of ours is a new 
world in which the unity of knowledge, the nature of 
human communities, the order of society, the order of 
ideas, the notions of culture have changed and will not 
return to what they have been in the past. What is new 
is new not because it has never been before, but 
because it has changed in quality. One thing that is 
new is the prevalence of newness, the changeableness of 
change itself. We need to recognize change and learn 
how to cope with it. 
The goal of this research was to describe and 
analyze the change process of a Catholic religious 
group as that group designed a new government 
structure. This was accomplished through a case study 
of the change process which began in March, 1986 and 
ended in April, 1989. The data gathered were archival 
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records of minutes, surveys, and observations of 
meetings. The specific group studied was the Sisters 
of Notre Dame de Namur of the Ipswich Province, 
comprised of three hundred and eighty-six members; of 
these, two hundred and twenty-three actively 
participated in the change process. 
The Ad Hoc Process was a grassroots endeavor which 
revitalized the Sisters of the Ipswich Province. This 
revitalization resulted from being able to name their 
hopes and fears which led the Sisters to identify the 
needs of the Province. The needs prompted them to 
establish immediate and remote goals. These goals, in 
turn, necessitated a re-searching of the style and the 
structure of leadership. 
The fortuitous circumstance of the expiration of 
the Province leadership's term of office provided the 
opportunity for designing a selection process to select 
new leadership. The expertise and the skills for the 
new leadership were aligned with the goals of the 
Province. The final stage of the Ad Hoc Process, 
writing the plan of governance, saw the plan imaging 
the lived experience of the Sisters for the previous 
two years . 
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Ideally, we should become alert to changes around 
us, we should anticipate their impact on ourselves and 
on our institutions. The Ipswich Province engaged in 
a £_rocess which was to help clarify the pertinent 
issues of governance. The members of the Province used 
governance to mean the ways in which they come together 
and make decisions on the issues vital to their lives 
as Sisters of Notre Dame in today's world. It is more 
inclusive than a government plan. The intent of the 
process was to identify key questions and issues and to 
work them through to some resolution. The hope of the 
process was to so design it that the work of fashioning 
a plan of governance would emerge from the experience 
of the process as the issues of governance were 
resolved. The final step of the process was the 
written document - the plan of governance for the 
Ipswich Province. A three-year working period was 
anticipated in order that all of this would happen 
reflectively and in a manner which would allow for 
total Province participation. What was envisioned was 
that the membership would be able to own the concept of 
authority in its radical sense - that we author our own 
lives. 
Basically, this concept of authoring one s life 
calls for a transition from a static condition to 
3 
dynamic activity. It calls for the development of 
expanded ways of thinking and responding, of 
questioning and evaluating. It calls for a 
transformation. The impetus for this transformation 
had its origin in the Second Vatican Council. 
History of the Second Vatican Council 
Any major transformation in the history of 
civilization has been preceded by a variety of social 
indicators. This was true for the Second Vatican 
Council, certainly one of the epoch-making religious 
events of the century, which provided the impetus that 
marked the beginning of a major transformative period 
in the institutional Church and especially in religious 
congregations. It was in a sense of continuity which 
inspired the saying, "The King is dead; long live the 
king." Perhaps, a similar sense justifies the 
statement, "the Council is over; the Council has just 
begun." 
On January 25, 1959, only ninety days into the 
Papacy, Pope John XXIII made the first and completely 
unexpected announcement of his plan to convoke the 
Roman Catholic Church’s Twenty-First Ecumenical Council 
- the first since Vatican Council I of 1869-1870. 
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Vatican Council II was solemnly opened on October 11, 
1962 . 
Its four sessions were attended by more than 2300 
bishops from every country in the world, each 
accompanied by at least one personal theologian. Added 
to these were some 400 'periti' or experts on various 
subjects. For the first time, women and 
representatives of non-Catholic religious bodies were 
invited to attend the Council as observers. 
The words from the Gospel of St. John (10:16), 
"there will be one fold and one shepherd," actually 
gave birth to Vatican II. Pope John XXIIl's 
inspiration from these words explicitly linked the 
question of reunion of separated Christians with the 
reform of the Church itself. This 'reformation' was 
something totally different from all the wholly 
theoretical and ineffectual appeals to return which 
had rung out so often in the past. John XXIII made it 
clear that the hope for reunion was bound up with the 
increase of Catholic faith, a true renewal of morality 
among Christian people, and with the adaptation of 
ecclesiastical discipline to the needs and conditions 
of our times. Having achieved these tasks, the Council 
would in turn serve as a gentle invitation to separated 
Christians to seek and find true unity. 
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December 8, 1965 brought closure to John XXIIl's 
inspiration that spawned 16 documents: four 
Constitutions (solemn and formal documents), nine 
Decrees (guidelines), and three Declarations 
(attitudinal statements). These documents were 
attempts to realize the goal of the Church - to make 
the Church more effective in spreading the Gospel of 
Christ and to make her more relevant to the modern 
world. 
The post-Reformation era of Church history came to 
an end with Vatican Council II. And so the 16 Council 
documents were merely a beginning. They constitute a 
call to action. These documents have presented some 
serious messages for Catholic Christians in every walk 
of life. These messages ask of them all a genuine 
conversion, a metanoia. which in turn calls for an 
orientation towards rethinking their position in the 
light of the demands of the Gospel and of contemporary 
social change. It is in connection with this 
orientation that the study was done. 
Religious Life 
From the very infancy of the Church, there have 
existed men and women who strove to follow Christ more 
freely and to imitate Him more nearly by the practice 
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of the evangelical counsels. These groups of men and 
women were the forerunners of today's religious 
congregations . 
In the Decree on the Church and in the Constitution 
Lumen Gentium (1964), Vatican II expressly states that 
religious life is characteristic of the Church. In 
other words, what Christianity ought to be should be 
alive and evident in the religious life; faith in 
eternal life, hope in the absolute future, and, most 
importantly, that love which Jesus spoke of - the love 
of God and one's neighbor in absolute unity. 
It is a truism that religious life is changing. 
And this change has to be integrated into the general 
change taking place in the Church as a whole and often 
in forms which we find less than gratifying, or which 
are uncomfortable for us, or which force us onto 
unaccustomed paths. 
The changes in religious life are only a part of 
the change in the Church which, viewed as a whole, is 
most likely necessary. Because the world changes, the 
Church may have to change with it and in a necessarily 
changing Church, things cannot stay the same in 
religious life. Alternative and new forms of religious 
life may emerge. Religious congregations may have to 
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evolve a new life style, perhaps more 'individualistic' 
and anti-authoritarian' and in some sense, seen from 
without, more secular, more consistent with the 
life-style of modern humankind. 
What this change creates is tension between 
traditionalists and progressivists. This tension, in 
turn, can be one cause for not responding to the 
challenges that generate the momentum that constitutes 
growth in any organization. 
Challenges of Religious Life 
Religious life today is in a state of flux. Some 
would say that it is in a state of disorientation and 
demoralization. Just when religious thought their 
congregations had begun to emerge from the stability of 
pre-Vatican II and the changes of post-Vatican II, new 
polarizations arose. Religious life has been evolving 
for centuries so change was an accepted fact of life. 
Why all this concern about change? What is it about 
the present state of religious life that makes for 
greater urgency, more varied interpretations of the 
signs of the tiroes, higher hopes and deeper fears. 
One response to these questions is that some 
religious perceived Vatican Il's challenge not merely 
as an invitation but as a necessity to become less 
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isolated and bound in by institutions and more deeply 
immersed in outward-bound ministries that reach to 
wherever the cry of poverty and justice draws them. 
This was an invitation to view Christianity not as a 
timeless religion but as intrinsically conditioned by 
history even as it has a mission to shape history" 
(Burrows, 1980lxiv). Interpreting the signs of the 
times as evoking a consciously active role in the 
shaping of the future is a call to be uncomfortable and 
displaced; a far cry from past religious life 
realities . 
Another response would be to look back whence we 
came. This should help to understand some of the 
present pain felt by those in religious life. The 
letting-go of cherished securities will not 
automatically become easy, instead it may become a more 
conscious ’dying' to a known way rather than a feeling 
of being overtaken or overpowered by change. 
Major Movements in Religious Life 
In the last twenty or so years, Evelyn Woodward 
(1987) claims that there have been two major movements 
in Catholic religious life. The first she calls the 
de-institutionalization phase; the second she calls the 
phase of pluralism-awareness. After Vatican II, women 
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religious (committed to living a life characterized by 
the vows of poverty, chastity, and obedience) assumed 
the role of change agent in the Church. These women 
concentrated on aspects of institutional identity that 
were to be surrendered - habit, daily schedule, common 
apostolate (work) . The surrendering of one or more of 
these identities left some women religious feeling 
endangered. 
These changes reflected a changed ecclesiology 
(study of the Church and that which pertains to 
Church). Some religious were endangered by the loss of 
institutional parenting! authority was no longer 
autocratic - benevolent or otherwise. Authority began 
to be linked with the notion of service, respect for 
the freedom and initiative of individuals, subsidiarity 
and co11 egia1ity. Subsidiarity (which, by the way, one 
will not find in the dictionary) describes the process 
by which the power of making decisions is pushed down 
to the level where the action takes place. This is in 
contrast to 'government from the top', in which the 
making of decisions is reserved to those on the upper 
level. Collegiality, in the strict sense, applies only 
to the college of bishops united with the Pope. 
However, for want of a better word, the term 
collegiality is applied to the process by which the 
10 
members of a religious order act as a unit in making 
decisions which affect the total community. 
People who had been rewarded for their dependency 
were now asked to engage in personal and communal 
discernment. Discernment is ’a graced ability;' an 
active presence of the Spirit within us who makes it 
possible for us, and even expected of us, to prophesy 
and discern not only the presence of God in our lives 
but also the meaning of that presence. They were also 
asked to replace blind obedience with accountability, 
and to no longer equate uniformity with unity. 
Affectivity was recognized as a proper dimension of 
human existence and celibate living. Re 1 ationa1ity was 
acclaimed to people who had long since lost its meaning 
either by living situations and/or lack of education. 
Little wonder that new stresses were experienced and 
that polarization developed between the exponents of 
change and those inclined to resist change. 
However, despite the stresses change has brought 
about, there has been some level of acceptance and 
internalizing. The harshness of earlier conflicts is 
giving way to a gentler sense of the inevitability of 
differences. At the same time a new and heightened 
awareness of the extent and depth and challenge of the 
differences is blossoming. 
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A glance at the megatrends' occurring in the 
world in which religious life lives and moves indicates 
the scope of the changes. Religious (members of 
congregations), in greater contact with their social 
milieu, are more aware of their options. Personal 
responsibility and accountability make obedience a new 
and challenging reality. Social opportunities add 
constant choices to the concept of celibacy. The move 
away from institutions and the search for areas of 
appropriate ministry make poverty an immediate painful 
choice. Community becomes a reality to be carried in 
the heart rather than a place to live. What all this 
leads to for religious today is a plethora of 
possibilities. Religious must constantly bring to bear 
on current questions a gospel awareness that is new 
because the situation is new. 
Temptations in the New Order of Change 
One temptation is to talk about the possibilities 
without action, to analyze and to plan but never 
implement. The other temptation is to act without 
reflection or planning, to do our thing in ways that 
lead to fragmentation and ineffective action. This is 
a dilemma that women religious face. It is also the 
stimulation of pluralism. Evelyn Woodward (1987) 
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believes that acceptance of pluralism as a fact of life 
marks the present phase of religious life. She feels 
that religious have moved from preoccupation with some 
of the internal issues related to de-institutiona1izing 
and are broadening their horizon to see the challenge 
of bringing the unity of the gospel to a pluralist 
world of which religious are a part. 
Sisters of Notre Dame de Namur 
As stated above, the documents of Vatican II 
presented some serious messages for Catholic Christians 
in every walk of life. One such group of Catholic 
Christians is the Congregation of the Sisters of Notre 
Dame de Namur. This group was founded by a peasant 
woman, Marie Rose Julie Billiart, in France in 1804 at 
a time of religious and social upheavel. Julie, as she 
was known by most people of her day, established 
schools for the gratuitous instruction of poor girls. 
It was her vision and hope that her Sisters would go 
throughout the world proclaiming God's loving care for 
all peoples. 
In consultation with ecclesiastical authorities, 
she determined the nature and spirit of the 
Congregation. Despite opposition and misunderstanding, 
she was able to establish a central government to 
13 
foster unity and apostolic mobility (freedom to answer 
the needs of the Church regardless of geographical 
location). This accomplishment was at a great price. 
The Congregation was founded in Julie’s native country, 
Cuvilly, France. However, because some ecclesiastical 
authorities in France were not in sympathy with her 
plan of central government (established religious 
orders were diocesan - within the geographical and 
juridical boundaries of the Bishop of the Diocese), she 
left France and was welcomed by the Bishop of Namur. 
The Congregation is an apostolic community of 
pontifical right (ultimate accountability is to the 
Pope). The Congregation basically has had a single 
focus of apostolic service’, education, specifically 
classroom teaching. This focus lasted for over a 
century and a half, from 1804 until Vatican II. The 
Sisters of Notre Dame de Namur, an international 
congregation, serve on five Continents. Today their 
educational focus has expanded beyond the classroom. 
This departure from a single apostolic focus has been a 
bone of contention among members of the Congregation. 
Tradition has a tenacious quality - such that traces of 
contention still reside within the membership, twenty 
years after Vatican II. 
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Governance Shift 
One facet of government structure common to all 
congregations of religious is the General Chapter. 
When in session, this Chapter is composed of the 
highest leadership group and elected delegates from all 
the governmental units within the congregation. For 
the Sisters of Notre Dame de Namur this chapter meets 
every six years unless a special session is called. 
The purpose of the Chapter is to elect general 
leadership, discuss and refine the Constitutions (rules 
by which members are expected to live), and to review 
directions for the future. 
The General Chapter of 1969, four years after 
Vatican II, was eyed with great anticipation. This 
Chapter mandated that each Province (government unit) 
design a government plan peculiar to itself. It was 
evident that this was a necessity since one plan could 
not accommodate in the twenty-first century an 
international Congregation whose members serve on five 
Continents. All Provinces up until this Chapter had 
the same government structure. So, this mandate was 
certainly a departure from tradition. 
The Ipswich Province had difficulties fulfilling 
this mandate for some reason. Several attempts were 
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made to design a plan; however, the reality is that the 
Ipswich Province in 1988 had no completely approved 
government plan. Furthermore, it was the only unit in 
this position. Why did the Ipswich Province experience 
this difficulty? Was it the membership? Was it the 
leadership? 
Although these are interesting questions, another 
phenomenon that occurred in the Ipswich Province has 
stimulated this research. In October 1985, fifteen 
years after the mandate, a proposal to establish an Ad 
Hoc Committee to design a process for developing a 
government plan was made by the Provincial (leader of 
the Province). This proposal was presented to the 
Assembly (policy-making group of the Province). There 
were seven detailed steps in the proposal. When the Ad 
Hoc Committee was in place, it presented an entirely 
different schema, one that was designed as an on-going 
process over a period of three years. 
A decisive move of this Committee was that it would 
not write a plan or even design a plan. Emphasis was 
on process ; and process would be determined by the 
membership. This committee was given complete autonomy 
and its accountability was to the Province Assembly. 
Such a tenuous plan was foreign to the mentality of the 
Province. But, sight unseen, the Province embarked on 
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this three year process for new governance. The result 
was that this Committee, a true anomaly in the Province 
given its history, was responsible for processing the 
Province to a new plan of governance. 
Overview 
This Chapter has presented a brief account of the 
Second Vatican Council's mandate to the Roman Catholic 
Church to rethink its position in the world of today. 
In effect it was a mandate to change. The chapter has 
also presented the effects of this mandate on 
congregations of women religious, and in particular, it 
sketched the response of the Sisters of Notre Dame of 
the Ipswich Province to change as it designed a new 
plan of governance congruent with today's world. 
Chapter II reviews relevant literature pertaining 
to change and the various aspects of change in 
organizations, especially in congregations of women 
religious. Chapter III discusses the study s 
methodology. It includes a brief history of the 
Ipswich Province and a time line for each of the three 
phases of the study. Finally, techniques of data 
collection and analysis are presented. 
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Chapters IV, V, and VI describe the events of the 
study. Chapter IV relates the events of Phase I which 
developed the Ipswich Province Reality. Chapter V 
describes the process leading to the development of a 
selection process for leadership and the selection of 
Province leadership. Chapter VI details the movements 
of writing the plan of governance. Finally, Chapter 
VII summarizes the findings of the study. 
Significance of the Study 
The significance of the study lies in its 
description and analysis of the paradigm utilized to 
effect change within a religious congregation. Because 
the study involves grassroots participation and 
planning, it is of interest to religious congregations 
struggling to effect change in government structures. 
The study patterns a process model, and reveals the 
power of the change agent in initiating new 
interpretive schemes. 
Finally, the study contributes to the literature 
about the lived-experiences of women religious. 
Congregations of women religious are directing their 
energies toward their own lived-experiences rather than 
theoretical or legal formulations concerning their 
lives. This study explores the reflection - action 
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reflection technique of decision-making and nurtures a 
method of reflection that is collaborative rather than 
hierarchical. Moreover, the study documents a span of 
three years when the organization was engaged in a new 
venture. The study highlights the intricacies of 
designing a plan of governance. As such, it can serve 
as a template for congregations of women religious. 
19 
CHAPTER II 
REVIEW OF LITERATURE 
The common thread in the weave of time's tapestry 
is change. None of us escapes from the process of 
change. Coping with change can be seen as a goal for 
humankind. Richard Hall (1977) defines an organization 
as a human collectivity designed to achieve some goal" 
(p.4). It follows that we can focus on organizations 
since organizations can help facilitate change. The 
Congregation of the Sisters of Notre Dame de Namur is 
an organization and as such is affected by change as it 
facilitates change. 
The literature reviewed centered chiefly on the 
dynamics of organizations, especially the dynamics 
affecting change within organizations. One focus of 
the literature highlights organizational behavior, 
paradigms for change, strategic planning, corporate 
cultures, and changing interpretive schemes as 
affecting change within the secular organization. The 
other focus of the literature highlights revitalization 
of the founding spirit, organizational restructuring 
with a global context, the shifting order of religious 
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life and shaping the coming age of religious life as 
affecting change within religious life. 
Process of Change 
The concept of change for congregations of 
religious is often described as renewal'. This 
renewal of religious life involves two simultaneous 
processes: (1) a continuous return to the sources of 
all Christian life and to the original inspiration 
behind a given community, and (2) the adjustment of the 
community to the changed conditions of the times 
(Perfectae Caritatis, 1965; no. 2). Hence, religious 
must be about the continual rethinking and refining of 
their purpose as persons in ministry and of their 
purpose as an organized institution. Ideally, they 
should become more alert to the changes around them, 
they should anticipate the impact on their institution 
and on themselves, and they should respond. 
However, there has been at times an overemphasis 
on the need for adjustment to meet modern conditions 
and a minimizing of the need to return to the spirit of 
the Gospel and to the inspiration of the Founder or 
Foundress. This, for the religious, only adds to the 
ambiguity of change. And yet, because an organization 
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in change is basically focusing a future, attention to 
modern conditions is a necessity. 
With Vatican Council II, the Church firmly 
committed itself to an evangelizing partnership with 
the world. However, it discovered that the world 
expressed minimal interest in its message. According 
to Arbuckle (1987), the world is ostensibly 
self-sufficient, yet it harbors fears of a nuclear 
holocaust. It is a world divided into the haves and 
have-nots. All this spells a unique challenge for the 
Church, the like of which it has not faced since it 
opened itself to the Gentile peoples. It is a world 
that demands of religious evangelical and pastoral 
creativity or change. 
Anthropologist Mircea Eliade (1975) claims that 
cultures undergo cyclic regressions to the state of 
chaos prior to a new state of creativity. His claim 
makes sense. Since Vatican Council II the Church has 
experienced a type of chaos. The old Catholic ghetto 
culture is gone. Old cliches no longer work. New 
approaches are necessary. Religious, who exist to be 
innovative specialists or change agents within the 
Church, have to interpret correctly as they experience 
this chaos. The type of creativity that change calls 
for is not the type synonymous with the restoration of 
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the tried ways of yesteryear. Perhaps, it calls for a 
creativity that is revolutionary rather than renewing 
in nature. 
Challenge of Change 
Characteristic of both creativity or change is 
elusiveness. Change happens almost without our knowing 
it. Creativity, on the other hand, is somewhat 'a fait 
accompli' before we realize its significance. The 
existence of religious life is a result of creativity 
on the part of individuals who saw a gap between the 
world and the Gospel message. They perceived new 
revolutionary ways to bridge the gap. For example, St. 
Julie saw that the education of girls, especially poor 
girls, was not a concern of either the Church or the 
society of her day. So, she organized the women who 
were attracted to her and began a school for poor 
girls. She actually sent these women out into the 
streets ringing a bell beckoning the girls to come to 
her school. Change for the twenty-first century calls 
for a revitalization - a refounding. 
Change—saturated environments often exact a price 
from their participants. Moreover, adaptation seldom 
comes easily even when there is receptivity to change. 
Nad 1er and Tushman ( 1980) present an organization as 
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made of tangible parts, such as structure, processes, 
people, tasks, and resources. Their model also 
describes some less tangible parts such as history, 
values, politics, and leadership. The challenge for 
the organization is to make provisions for the parts 
fitting together' and to ensure that all parts are 
uniquely essential to the overall proper functioning of 
the organization. 
In today s world, the challenge for religious can 
be seen as either taking the risk of undergoing a 
re-fitting experience or else become defunct. However, 
the price of re-fitting may be too costly. The 
dynamics of change within the individual and the 
organization call for a 'letting go' and a 'letting 
be'. This 'let go' and 'let be' determine the 
receptivity to change and the relevance of the 
organization to the needs of the time. Arbuckle (1987) 
states that the change calls for a letting go of 
temporary maintenance fixtures such as chapters, 
renewal documents, and experimental ministries. He 
claims that change requires a conversion - the 
experience of being re-created in Christ. Most 
important, this refounding starts with the individual, 
not with the community. John Henry Newman s own 
experience is relevant here! Living movements do not 
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come of committees, nor are great ideas worked out 
through the post” (Arbuckle, 1987:xix). A 
transformation is in order • 
According to Joan Chittister (1985), the call now 
is to authenticity, not to conformity. This 
transformational position is perhaps an apt description 
of change as it is occurring in the Ipswich Province. 
No longer can a religious congregation consider itself 
a static situation; it may need to admit to the dynamic 
nature of things and develop a new vision. This new 
vision may be that religious are not called to be a 
labor force but rather a leaven; a caring, calling 
presence that moves quickly into new areas of need. 
Women religious may have to ask themsleves if they had 
reduced the gospel mandate to the level of cheap labor 
for the sake of the established subculture 
(Chittister, 1985:10). The old vision of religious 
life said that its function was to transcend the world, 
to withdraw from it; the new vision of religious life 
says its function is to transform the world 
(Chittister, 1985:20). 
One of the attributes of contemporary life that 
sets it apart from humanity's earlier experience is the 
degree to which we are joined together by complex 
systemic organizational networks. Organizations reside 
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in turbulent environments characterized by uncertainty 
and change (Argyris, 1973). Somehow the organization 
accommodates to its environment and at the same time 
strives for efficiency in its use of resources. This 
accommodation suggests change. And this change might 
necessitate what appears to be a radical departure from 
tradition, a radical departure from the stance of the 
past. 
Transformation of Change 
One such radical departure from tradition is that 
religious life is no longer perceived as a closed 
system operating in isolation from or in opposition to 
an alien and even hostile world. One sign of such a 
departure from the static concept of religious life is 
perspective that religious life in general makes little 
sense if it is totally irrelevant to the world and to 
the process of transformation that the world is 
undergoing. 
However, the notion that the past and the promise 
of the future relate integrally is becoming more 
evident in the present crisis in religious life. This 
crisis can be seen as part of a profound cultural 
transformation. A response to this crisis, then, also 
becomes a response to that transformation. However, in 
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a rationalistic culture it is difficult to integrate 
the rational and the non-rational . Thus a search for 
integration may well require great poverty and an 
ability to let go of what once seemed sure and true. 
Another challenge confronting the culture is the demand 
for new approaches for integrating the individual and 
the community (Cada et al, 1983). 
Both men and women religious acknowledge that 
women religious have responded much more quickly and 
more radically to Vatican II's call for renewal of 
religious life then have the men (Schneiders, 1986). 
Yet all of the full-length systematic studies on 
religious life have been authored by men. For some 
theologians, this inquiry is based on systematic 
theology characterized by the priority of theory by 
which experience is organized and understood, and it is 
usually formulated by a single individual. Sandra 
Schneiders' (1986) concludes that the reflection of 
women religious on their life puts a priority on 
experience over theory and bears a collaborative stamp. 
She states that a characteristic of women's reflection 
is its "rootedness in experience" (p.2). Women 
religious have tended to examine their experience, to 
reflect upon that experience, and to try to express its 
significance for themselves, the Church, and the world. 
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A very interesting transformation for women 
religious was the ease with which they liberated 
themselves from the almost total jurisdiction of canon 
law (Church Law) and the theology derived therefrom. 
They quickly shed the yoke of technicality and legality 
and embraced with confidence their own experience. 
Rather than testing the validity of their experience by 
its conformity to theory, they have tested the validity 
of theory by its adequacy to their experience. The 
experience itself they have tested against the Gospel 
criterion: "By their fruits you shall know them" (Mt. 
7:20). 
In summary, since Vatican II, the primary subject 
matter upon which women religious have trained their 
reflective energies has been their own 1ived-experience 
rather than theoretical or legal formulations 
concerning their lives. The method of reflection has 
been inductive rather than deductive and widely 
collaborative rather than hierarchical. Admittedly, 
the results are provisional formulations of the meaning 
and directions of various forms of religious life in 
the contemporary world, but better than systematic 
treatises on the unchanging nature of religious. This, 
perhaps, constitutes the greatest departure from 
tradition - a tradition that was fortified by 
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definitions, laws, or directives about religious life 
and against which religious life was so determined. 
Complexity of Change 
It may be easier to create new organizations that 
embody prevailing values, societal conditions and world 
views than to redesign existing organizations. 
Established organizations often embody systems and 
behavior which reflect the organizing principles that 
were salient when the organization was created. 
Fifteen years ago, Argyris (1973) claimed that the most 
critical fact about present organizations is that they 
are infected with "dry rot" (p.5). This threatens to 
disable and cripple their effectiveness and efficiency. 
As a result, people within organization have become 
disenchanted and apathetic. He suggests that a way to 
begin to overcome these attitudes is to base new 
organizational designs upon a richer and more complex 
view of humankind: "organizations should be designed to 
achieve their objectives in such a way that their 
employees are encouraged to be less pawns and more 
origins; less concerned with conformity and more with 
growth; less passive and more activist; less compliant 
and more self-responsible" (Argyris, 1973:5). 
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This statement can be fruitfully applied to 
religious life. Chittister (1985) relates that when 
personal responsibility became the basis for obedience, 
religious communities of women found themselves with a 
whole population of the most educated women in the 
country who found decision-making a burdensome task. 
For her the past must be left in the past. Education, 
culture, and theology of today all conspire against the 
maintenance of a system that makes children out of 
highly competent women (p.15). 
Anne E. Patrick, S.N.J.M. (1986) sees Vatican 
Council Il's forward-looking document. The Pastoral 
Constitution on the Church in the Modern World, 
frequently referred to by its Latin title Gaudium et 
Spes. as the catalyst for Catholic feminist theology. 
In light of the subsequent developments in the Church 
over these past twenty-odd years, there is a change in 
the scene since 1965 that stands out for its 
significance and impact. This change, while perhaps 
not anticipated by the document, is arguably, at least 
in part, a result of Gaudium et Spes. This development 
is the enhanced sense of full personhood and moral and 
social responsibility now articulated by Catholic 
women. Women, once presumed to be silent and 
acquiescent, docile and supportive of male 
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ecc esiastical authority, have come to take positions 
in official’ Catholic teaching and/or practice. 
Sister Anne Patrick feels that the rhetoric of Gaudium 
—- S p e s struck forcefully on a female population that 
was ripe for implementing its ideas and carrying them 
beyond anything anticipated by the Fathers of the 
Council (p . 56 ) . 
Gordon L. Lippitt (1986) predicts that 
Organizations will require new structures and new 
processes to cope with changing demands” (p.180). He 
also lays claim to the fact that organizations will 
become increasingly complex in terms of size, financial 
resources, utilization of personnel, and product 
diversification. Traditional structures will need to 
use 'temporary' systems. Task forces, project groups, 
and other such operations will be required to help the 
organization adapt to and react to its environment. 
Lippitt (1986) foresees matrix structures and processes 
emerging that will permit the organization to be 
proactive rather than reactive; will provide 
flexibility to utilize resources; and hopefully, will 
permit self-renewing activities. Congregations of 
religious might well identify with these ideas to 
ensure their survival. 
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Vatican II has been described as a 'watershed' 
event in the Catholic Church (Kim, 1980). Since 
Vatican II, religious congregations have been examining 
their interpretive schemes, especially their 
understanding of their mission. The term 'interpretive 
schemes is similar to several other concepts including 
shared meanings, paradigms, and organizational culture. 
These different concepts all vary slightly, but have in 
common the underlying assumption that any given 
experience can be understood in multiple ways. Shared 
interpretive schemes are primary ways organization 
members are drawn together and are given a shared sense 
of belonging (Pfeffer, 1981). They also engender 
commitment among organization members (Sproull, 1981), 
shape the problems organization members will address 
(Benson, 1983), and have the potential for social 
control (and revolution) (Gergen, 1982). 
For many congregations this examination resulted 
in restructuring. Bartunek (1984) proposes that the 
process of change in interpretive schemes is in 
reciprocal relationship with changes in government 
structure (p.355 ) . This phenomenon was evidenced when 
the General Chapter of an international congregation 
made substantial changes in its government structure. 
The Chapter defined the new principles of government as 
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subsidarity (the right of lower levels to make 
decisions they are capable of making), participation in 
decision-making, and decentralization. Results of this 
new emphasis were that governmental units became 
provinces; provincials were appointed for a limited 
time period; provinces were given much more 
decision-making power; and establishment of horizontal 
communication channels was encouraged (Bartunek, 
1984.359). All this constitutes an interpretation 
different from the ways of the past. 
Bartunek (1984) further states that this 
relationship is mediated by the actions of organization 
members and their emotional reaction to change. In 
1969, the potential benefits of closer cooperation 
among the provinces were explored. One province 
sponsored a meeting to discuss the possibility of a 
national merger of all five provinces. The discussion 
revealed some interest in and considerable fear of the 
idea. In fact, the message to the General Chapter was 
"the attitude that seems to dominate much discussion of 
possible merger is fear" (Bartunek, 1984;360). Ten 
years later the merger occurred. No doubt the merger 
occurred as a result of the 1ived—experience and 
collaborative efforts of the members. 
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Bartunek (1984) also points out that the way in 
which the organization's leadership initiates or 
responds to alternate interpretive schemes limits the 
type of change in understanding that can occur in the 
organization. In 1966, shortly after Vatican II, the 
head of studies in one of the vicariates (government 
units) in this congregation sponsored a meeting 
attended by representatives from four of the five 
units. She proposed establishing a national 
association of the congregation's schools. This 
person's vicariate head thought the idea was 
inappropriate, however, and did not allow her to send 
the minutes to the other participants, let alone pursue 
the idea further. It was two years later that the 
national association of schools was formed (Bartunek, 
1984:360). 
Reflecting on the interrelationship between 
leadership and culture, Pettigrew (1976) believes that 
the process of shaping culture is the first task of 
management: "The leader not only creates the rational 
and tangible aspects of organizations, such as 
structure and technology, but also is the creator of 
symbols, ideologies, language, beliefs, rituals, and 
myths" (p.ll). This, I would venture to say, is the 
underlying determinant of the Ipswich Province's 
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response to the mandate of the 1969 General Chapter to 




The framework for this research was an historical 
case study. The focus of the research was the Ad Hoc 
Process which had been operating in the Ipswich 
Province since March, 1986 and was completed in April, 
1989. The Ad Hoc Process was the vehicle to model a 
participative form of governance with the intention to 
nudge the Province out of its mold; to encourage the 
individual to responsible accountability for herself; 
and to eliminate the uneasiness that the status quo was 
causing. 
The Setting 
Reality becomes history. History admits to an 
interpretive response. It is very possible that the 
Ipswich Province’s failure to carry out the mandate of 
the 1969 General Chapter to design a government plan 
was due to interpretation. This interpretation was of 
long duration and involvement. 
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The first foundation of the Sisters of Notre Dame 
de Namur in the United States of America was in 
Cincinnati, Ohio in 1840. Thus, Cincinnati became the 
first Province in the new world. The California 
Province was created in 1851. So, Cincinnati became 
responsible for all missionary efforts east of the 
Mississippi. The first foundation on the east coast 
was at Boston in 1849. Twenty-seven foundations and 82 
years later the Massachusetts Province was created. 
T^® Province encompassed the east coast from Maryland 
to Massachusetts. In 1934, geography and numbers 
necessitated establishing the Maryland Province. 
Because of the rapid expansion of schools etc., the 
Connecticut Province came into being in 1959. The 
Massachusetts Province saw these new provinces through 
the eyes of a proud mother. From 1959-1972 the 
Massachusetts Province, centered chiefly in eastern 
Massachusetts, numbered over one thousand Sisters and 
served in more than forty grammar schools, twenty-one 
high schools and one college. 
The turbulent times of the 1960's of which Vatican 
II was a part left their mark on the Massachusetts 
Province. The first sign of turbulence sought a 
solution by dividing the Massachusetts Province into 
three sub-provinces. Each sub-province had a 
37 
coordinator who worked in conjunction with the 
Provincial. This solution was short-lived and in 1973 
the Boston Province was established. There was neither 
a geographical nor an expansion reason for this. 
Instead, if honesty permits, it was more ideological. 
Perhaps this was not the best of reasons for division, 
but the General leadership at the time saw this as a 
solution to the tensions that were building up among 
the members. In retrospect, it was not the eye of a 
proud mother that witnessed this separation, but rather 
the hurt of an abandoned child. The Massachusetts 
Province became known as the Ipswich Province. 
As a result of this division, the properties and 
schools were divided between the Boston and the Ipswich 
Provinces. The properties (Provincial House and 
Province Infirmary) that bespoke the Massachusetts 
Province were inherited by the Ipswich Province. And 
so, the Ipswich Province unconsciously assumed the role 
of custodian of the past. Another assumption, although 
not acknowledged until very recently, the Ipswich 
Province considered itself as left behind. 
In 1973 the Ipswich Province might well have 
assumed a new identity, a new beginning, rather than 
continuing from where the others left off. Not 
assuming a new beginning led the Ipswich Province 
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Sisters to create sagas that reassured them of their 
worthy past and myths that gave them something to which 
to cling. This custodial attitude caused the 
leadership to cling to the ’authority’ aspect of the 
role and to hold suspect any movement in the direction 
of acceptance of cultural change which might 
necessitate and endorse deep value and attitudinal 
alterations. As the leadership, so were the 
membership. 
The present Ipswich Province has a membership of 
three hundred and eighty-six sisters. Of these, more 
than one half are in retirement. The leadership group 
consists of five members - a Provincial (full-time 
position) and four Councillors (part-time positions). 
Although the plan of governance does not call for a 
team approach, the present group is imaging such a 
concept. At the time of the study, the leadership 
group was selected actually as a by-product of the 
intent of the Ad Hoc Process. 
The experience of the Ipswich Province is unique 
because its roots came from the oldest Province of the 
United States. It preserved much of the tradition of 
the Congregation: it spawned three of the United 
States' Provinces and could boast the first non—Belgian 
Mother General. Was letting go of much of this 
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tradition too high a price to pay in exchange for 
change? Despite the divisions and separations, it 
remained until recently the largest Province in the 
Congregation. Was size the determining factor in 
acceptance of change? 
Ad Hoc Process Committep 
The Ad Hoc Committee was composed of three Sisters 
of Notre Dame, two Sisters from the Ipswich Province 
and one Sister from the Ohio Province. The rationale 
for a member outside the Ipswich Province was to allow 
for unbiased facilitation. This Committee processed' 
the Province to a new plan of governance. 
A time-line was established to ensure a schematic 
flow. The time-line shows the 'modelling' that moved 
the Province to the second phase of the Ad Hoc Process, 
namely - the designing of the process of selection of 
leadership as well as the selection of leadership. The 
final section of the time-line provides for the actual 
writing of the plan of governance. 
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1986 - First Cluster of Meetings 
Purpose 
Meaning of Governance 
Hopes and Fears 
1986 - Second Cluster of Meetings 
Setting Priorities 
Future planning 
1986 ~ Third Cluster of Meetings 
Identification of trends 
Impact of trends on values 
1986 - Total Province 
Myers-Briggs Type Indicator 
1986 - Province Profile Readout MBTI 
1987 - Analysis and Synthesis of data 
Focus Statement 
1987 - Fourth Cluster of Meetings 
Sharing/Owning of Focus Statement 
Surfacing qualities of leadership 
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Phase II Timeline 
May - 1987 - Input/Ref1ection Day 
Authority and Leadership 
July - 1987 - Province Renewal Week 
Individual Goal Setting 
Input on Discernment Model 




Development of Selection Process 
September - 1987 - Fifth Cluster of Meetings 
Presentation of Selection Process 
for Reflection/Sharing 
October - 1987 - Presentation of Selection Process 
to Province Assembly 
November - 1987 - Sixth Cluster of Meetings 
Refinement of Mission Statement 
January - 1988 - Total Province Day 
Discernment Education Day 
February - 1988 - Seventh Cluster of Meetings 
Province Goal Setting 
Qualities of Leadership 
March - 1988 - Selection of Province Leadership 
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Phase IIT Timeline 
April 1988 - Evaluation of Selection Process 
October - 1988 - Presentation of Process for 
writing plan of governance to 
Province Assembly 
Initial meeting of plan of 
governance writing committee 
December - 1988 - Committees integrate segments of 
plan of governance 
January - 1989 - Total Province Day 
Presentation of rough draft of 
plan of governance 
February - 1989 - Total Province Day 
Refinement of plan of governance 
March - 1989 - Presentation of plan of 
governance to Province Assembly 
April - 1989 - Eighth Cluster of Meetings 
Final refinement of plan of 
governance 
Total Province Day 
Discernment for acceptance of 
plan of governance 
The Ad Hoc Process Committee was responsible for 
the format of the meetings which were designed for 
maximum participation of the members. To ensure 
maximum attendance of the members of the Province, a 
cluster of four meetings was scheduled for each step of 
the process. Two weekday evening meetings and two 
weekend afternoon meetings gave consideration to all 
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apostolates (work/occupations of the Sisters). 
Interspersed with the cluster meetings were all day 
meetings for the purpose of total Province sharing, 
discernment, and affirmation. Activities were planned 
to generate data that became the basis or impetus for 
the next cluster of meetings. Immediate follow-up was 
disseminated throughout the Province. The Ad Hoc 
Process Committee intended that this routine would give 
the membership a sense of be 1onging/participation when 
they saw their efforts recorded and in turn used as the 
focus for the next step in the process. 
The last segment of this process entailed the 
writing of the plan of governance. The design called 
for volunteer group work on five areas specific to a 
government plan for a Province. These areas were 
Province Leadership, Staff Position and Related Boards 
and Commissions, Assembly, Local Community Governance, 
and Province Chapter. The meetings assumed a different 
format - the five specific area groups worked 
independently for a month's time and then met with all 




The data for this study were collected over a 
three-year period during which time the researcher was 
a participant in the planning of the process. This 
section describes the phases of the study and the data 
collected. 
Phase I - Province Reality 
March, 1986 - March, 1987 
The cluster meetings during this phase provided 
descriptive data. Small group sharings operating out 
of a ref1ection/action mode (a meditated response) 
generated data about the reality of the Province as 
perceived by the members. A raw synthesis of these 
data which included the hopes and fears of the members, 
the priorities of the Province, and the trends 
impacting the Province became the foundation of the 
Focus Statement (See Appendices A, B, C, D). Some 
extraneous ideas evolved from this synthesis that did 
not seem pertinent to a focus statement. These 
included facts - needing attention; attitudes - that 
shared life requires; and actions - that call for 
participation. This Focus Statement, a synthesis of 
the members' perceptions of the Province s reality, was 
seen as necessary in order to enable the Province to 
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move into the second phase of the Ad Hoc Process - 
namely, the Leadership Selection Process. 
Phase II ~ Leadership Selection ProcpKK 
March, 1987 - March, 1988 
The activities during this phase provided 
additional descriptive data. This phase focused on 
activities leading to the selection of new leadership 
through input sessions on Authority, Leadership, Goal 
Setti.ng> Discernment, and researching selection 
processes. Data were gathered through worksheets on 
these topics, from individual goal setting papers, 
small group sharing, and total Province exchange (See 
Appendices E, F). Cluster meetings provided data 
regarding the degree of endorsement of the Mission 
Statement of the Province, the Province Goals, and the 
Selection Process for Leadership (See Appendices G, H, 
I) . 
Phase III - Plan of Governance 
April, 1988 - April, 1989 
This phase was designed to demonstrate the 
implementation of the Province's desired participative 
mode of governance (See Appendix J). 
The rough draft was presented to the total 
Province for critiquing in January, 1989. The working 
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groups modified the rough draft following the verbal 
suggestions for refinement received from the total 
Province. This modified version was presented to the 
total Province for written suggestions for refinement 
in February, 1989 (See Appendix K). 
The revision resulting from the two refinement 
sessions was presented to the Province Assembly 
(policy-making body of the Province that commissioned 
the Ad Hoc Process) as a way to test its acceptance by 
the Sisters of the Province (See Appendix L). One set 
of cluster meetings followed this presentation to allow 
for smaller group participation for additional 
refinement in April, 1989. The Sisters of the Ipswich 
Province followed a discernment model to approve the 
Plan of Governance (See Appendix M). The goal of this 
model is to arrive at a 'shared decision' - shared both 
in the input that comes from all the members and in the 
final acceptance of the decision by all the members. 
It involves personal prayer, small and large group 
discussions and reflection. 
Data gathering over this final phase included the 
collection of drafts of the plan, and the reactions to 
these drafts . 
Validity and Limitations of the Hethodnlo^ 
The validity and limitations of qualitative 
analysis are important in order to determine the 
overall value of the research findings. This section 
looks at criteria for assessing the data and also 
describes the limitations of the methodology. 
Guba (1978) proposes four criteria of 
trustworthiness for the evaluation of naturalistic 
inquiry. These correspond to the four questions that 
all researchers must answer*. (1) Is the study 
credible?, (2) Are the conclusions of the study 
generalizable? , (3) Are the data reliable?, and 4) Has 
the research been conducted objectively? 
Credibility 
The first criterion suggests that the study should 
report what it set out to report. This study reported 
'process' as modelled by a group in process. Three 
years of modelling, adequate written data, and 
continual reporting of emerging conceptual categories 
with data collected assured credible data. 
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Generalizibilitv 
The second criterion is the representativeness of 
the research findings. The quantity of data and the 
subjects of the study could ensure the usefulness of 
the study for other groups with the same purpose. The 
chief beneficiaries of the conclusions from the study 
could be the subjects of the study. Other groups of 
similar traditon with a similar direction for change 
via process could utilize the information and the 
conclusions of the study. 
Dependability 
The third criterion Guba (1978) suggests is 
dependability. The reliability or consistency of the 
research addresses the questions of whether the 
explanations presented and the data are congruent. 
Immediate formal feedback from the activities of the 
process to the group allowed the group to react, 
critique, and discuss the interpretations and 
conclusions. This also enabled the participants to own 
the data and determine the direction of the process. 
Confirmabi1ity 
The fourth criterion suggested by Guba (1978) 
highlights the objectivity of the research. The 
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participation of the members of the group was always a 
majority. As themes and hypotheses became evident in 
the data collection, they were tested with the total 
group and/or cluster groups depending upon the issues. 
This can ensure confirmability. 
The above criteria help ensure the trustworthiness 
of a study; however, there are limitations inherent in 
any methodology. Two such limitations for this study 
are interpretation and data reduction. 
Refining or collating data involves both 
interpretation and judgment. Designating categories 
from specific data requires interpreting the meaning 
and the value of the data. The development of 
categories is peculiar to the developer and as such may 
not be open to verification and replication. 
Data collection is often very cumbersome and it 
cannot describe all facets of the study. At best, it 
represents the salient aspects of the study as observed 
by the researcher. Data analysis calls for reduction 
of data into manageable categories and as such 
eliminates the specifics of the original data. The 
limiting position that data reduction sets for the 
study calls for belief that categories and reality are 
aligned . 
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Data Anal vsik 
Raw data are descriptive and consist of the 
members’ perceptions of reality and non-evaluative 
accounts of their experiences as expressed in written 
documents. In the case of this study, the raw data 
showed the members' attempts to look at and accept the 
perceptions of the reality of the Ipswich Province. 
The analysis and the synthesis of the raw data 
from Phase I provided the basis for the Province Focus 
Statement and the Province Mission Statement. Without 
benefit of editing, these documents portray the 
members perceptions about their lived-experience 
(actual day to day living) of the Province as the 
Province takes ownership over its history in order to 
be free to plan and move into the future. The total 
participation in the process during this phase 
fluctuated between one hundred and eighty-five and two 
hundred and eighteen Sisters. 
Phase II provided data in an unstructured format. 
Analysis of these data entailed drawing inferences from 
the data and aligning them with the method of selection 
of leadership. For this phase, data analysis 
necessitated organizing the data into categories. 
These categories were analyzed and compared with 
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procedures used for the process of selection. Data 
from this evaluation were analyzed to determine 
satisfaction with the process and the degree of 
acceptance of a new method of selecting leadership. 
Participation during this phase was similar to Phase I 
with almost maximum participation of the active 
membership during the Renewal Week in July, 1987 which 
amounted to two hundred and fifty members. 
The data from Phase III were analyzed to determine 
if a second-order change occurred. There are two ways 
interpretive schemes may change. Watzlawick, Weakland, 
and Fisch (1974) described first-order change as 
incremental modifications in present ways of 
interpretation. Second-order change, on the other 
hand, is a radical, discontinuous shift in interpretive 
schemes: organizational paradigms are reframed, and 
norms and world views are changed (Argyris and Schon, 
1978; Sheldon, 1980; Tushman and Romanelli, 1985). 
Modifying work processes in order to implement the 
organization’s strategy better illustrates a 
first-order change. Fundamental shifts in the 
organization's strategy or mission illustrate 
second-order change. There is support that only a 
second-order change is likely to have a significant 
impact on structural form. The analysis looked for a 
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relationship between what 
was expressed in the data and 
the resulting plan of governance. 
Research Concerns 
This study made me aware of the psychological 
dimensions of change. And with this awareness some 
concerns surfaced. Change may well necessitate 
education and re-education. My first concern: Since 
the majority of the membership is at the re-education 
stage...how open and how capable are we to develop 
interpersonal and problem solving competencies so that 
we become masters of our own fate, architects of our 
own life, managers of our own progress.... My second 
concern! That as Sisters of Notre Dame experience 
today s world and realize the need to understand a 
'reframing of mission' in order to adapt to these 
experiences. . .how ready is the Province to 
re-structure...? Can the old and the new ways of 
understanding interact, resulting in a synthesis? 
These concerns remain open for future analysis. 
The Researcher 
As a member of the Ad Hoc Process Committee I was 
exposed first hand to the planning of the process, to 
the reporting of the data, and to the implementation of 
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change in Province procedures. This allowed me a 
unique understanding because I was present at all the 
meetings and to all the membership. However, my time 
and experience within the Province gave me a bias and a 
few blind spots. This shortfall was counteracted 
through a peer-reviewer. 
As a woman religious I had a compelling interest 
since the future of my vocation/avocation was at stake. 
It was not just a matter of survival - it was rather a 
question of purpose as a person in ministry. In a 
manner of speaking, I am very conscious that an 
institution such as my Congregation can fall prey to 
maladaptive responses to change. Aware that such a 
compelling interest can become biased, I utilized the 
services of a peer-reviewer. 
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CHAPTER IV 
PHASE I - THE PROVINCE REALITY 
Historical Precedents 
It is impossible to summarize with any marked 
degree of accuracy just what happened to American 
society in the 1960s and the early 1970s. Ideas and 
customs collided. The Western world underwent a 
transformation in the assumptions and accepted 
practices which form the cultural foundation of the 
daily lives of ordinary people. The transformation, 
one of the swiftest and most dramatic in recorded 
history, began as a form of cultural revolution among a 
small group of radicals and concluded by altering some 
of the most profound habits and assumptions. 
A common characteristic of this transformation of 
the 1960s was the symbolism of anti-structure, 
anti-order, anti-predictability. This transformation 
or cultural revolution was an attack on boundaries, 
limits, certainties, taboos, roles, systems, style, 
form and ritual (Arbuckle,1987). It was an attempt to 
make ambiguity and uncertainty a way of living. Such 
an attitude caused a push toward structureless 
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individualism with its burning zeal for 
self-fulfillment as well as a push towards the 
collectivity in which the individual became smothered 
by the collectivity. For religious, the latter 
experience had been a way of life, so the swing was 
toward the former. Hence, congregations of religious 
found themselves immersed in the drive for 
anti-structure, anti-authority, anti-tradition. What 
this constituted for some religious was a form of 
culture shock. 
Experience of Culture Shock 
Religious life after Vatican II could be described 
as an experience of culture shock. Clarifying the 
meanings of culture and symbo1 should aid the 
understanding of what I mean by culture shock. 
Anthropologist Clifford Geertz (1973) defines culture 
as "an historically transmitted pattern of meanings 
embodied in symbols, a system of inherited conceptions 
expressed in symbolic forms by means of which men 
[women] communicate, perpetuate, and develop their 
knowledge about and attitudes toward life" (p.89). In 
this sense, culture is something living, something that 
gives meaning, direction, and identity to people in 
ways that touch not just the intellect, but especially 
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the heart. Symbol cannot be defined without reference 
to feelings; to the heart. Now a symbol is any reality 
that by its dynamism leads to another deeper reality 
through a sharing in the dynamism that the symbol 
itself offers. A symbol is not merely a sign, rather 
rt re-presents the signified; it carries meaning in 
itself. 
Religious life had many such symbols. These 
symbols carried meanings and these meanings were 
shared. The disappearance of these symbols 
necessitated the emergence of new ones. But new 
symbols do not take root in the hearts of people 
overnight. Time and experience are necessary for new 
meanings to develop. As a result, a state of confusion 
followed the disappearance of these symbols. Identity 
and a sense of security were lost. Compounding this 
state of confusion was what some considered one of 
Vatican Il's major achievements - that of 
destabilizing, in order to renew, a religious culture 
that had grown old and tired. 
Assessment of Reality 
It has been said that, before Vatican II, the 
American Catholic Church was "the best organized and 
most powerful of the nation's subcultures" (Cogley, 
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many key or 1974:135). For Catholics [religious], 
pivotal symbols that gave meaning, identity, and 
security to their lives came from adherence to the 
Church's values and customs. One impact of Vatican II 
was to shatter the stability and the extraordinary 
security and cohesiveness of the Church's subcultural 
way of life. 
Arbuckle (1987) claims that the more cohesive and 
defensive a subculture, the more dramatic its breakup 
once key or pivotal symbols are attacked. Vatican II 
asked that the Church open itself to the world. Other 
cultures were to be understood and evangelized. 
Vatican II sought to counter the Catholic ghetto 
mentality. However, the world in its changing mode did 
not offer fertile soil because it too, was in a state 
of turmoil. And so, religious were unprepared to face 
this looking outward' having been protected for so 
long by their 'inward looking' subculture. 
The demise of the old stability, that came from an 
inward looking culture, was bound to be painful to 
religious. It was painful because it led to discarding 
the past and to accepting the new with an almost 
uncritical approach. In seeking the 'instant', the 
'limit' was reached all too soon. It was painful 
because it led to change that occurred without 
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sensitivity to and foil involvement of the religions 
themselves. Perhaps, it is safe to say that it was not 
the changes as much as the speed with which these 
changes took place that caused the pain. 
Process As Change-Agent 
Actually, religious life has been evolving for 
centuries so change is an accepted fact of life. What 
is significant about change since Vatican II is the 
sense of urgency with which women religious responded. 
Besides this urgency, there were more varied 
interpretations of the signs of the times; hopes and 
fears were deeper. One response was to interpret the 
signs of the times as evoking a consciously active role 
in the shaping of the future; while another was to look 
back so as to understand some of the present pain felt 
by some religious. 
Innovation is at the heart of survival and growth. 
Without innovation in response to changing conditions, 
human groups can stagnate and die. By 'innovation' I 
mean the generation, acceptance, and implementation of 
new ideas . 
One such new idea was to introduce the concept of 
process. that is, a succession of operations leading to 
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a desired result. This concept was foreign to the 
Ipswich Province’s way of operating which had been 
accustomed to pre-drawn and carefully prescribed 
procedures. The task of the Ad Hoc Committee was to 
process (that is, the end of the process will emerge 
from the experience of the process) the Province to an 
understanding of and the utilization of process as the 
Province designed a plan of governance. Governance was 
defined by the Sisters of the Ipswich Province as ’how 
we come together to make decisions that govern our 
lives' . 
Overview of Phase I 
The purpose of this chapter is to describe how the 
Ipswich Province undertook a new venture as its 
response to change. The major finding of this phase 
was the Province Reality. There were four exercises 
that helped sketch this picture of the Province's 
reality. The first exercise called for a reflection 
period after which the Sisters wrote down their hopes 
and fears. These were shared in small groups. Large 
group sharing which followed the small group sharing 
was designed so that a listening posture could be 
established. This activity generated answers to the 
questions: What are your hopes?, and What are your 
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exercise was to 
fears? The primary focus of this first 
posit data for future planning. 
The schema of the second exercise called for 
’instant’ Province Councils to set priorities for the 
future knowing the hopes and the fears of the Sisters 
of the Province. Because 'trends’ influence the 
future, the thrust of the third exercise was to 
identify these trends and their impact on values. A 
short lesson on collision theory' was presented so 
that the Sisters might make use of the fact that 
friction, force, collision are necessary happenings if 
a reaction is to take place. So, too, for ideas. 
An underpinning of this whole phase was the 
concept Who we are. Although this necessitated a 
look back as well as a 'look forward,' it also 
quietly demanded a 'look now.' The Myers-Briggs 
Type-Indicator Test was administered to the Sisters of 
the Province in November, 1986. The Province Profile 
Readout, the content of the fourth exercise, 
highlighted a dimension of the Province that hitherto 
had not been seen as a reason for the Province's 
behavioral attitudes. Objectivity in making decisions 
was often times lacking. Follow-up on leadership 
ineffectiveness resulted in 'giving another chance.' 
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The Ipswich Province was definitely a ’feeling' 
Province operating out of the heart. 
A major projection of this phase was setting a 
focus for the Province. The analysis and the synthesis 
of the data from these exercises were refined into a 
Focus Statement by a volunteer group of Sisters. This 
analysis and this synthesis also brought to light Pacts 
that needed to be considered and addressed; Attitudes 
that Community life required; and Actions - that 
called for participation. Phase I ended with a session 
during which the Sisters of the Province shared their 
views concerning the Focus Statement. This sharing was 
followed by an acceptance/owning of the Statement. A 
short lesson on the composite nature of leadership 
ushered in the first set of data on qualities for 
leadership. 
The Struggles of Exploration 
The major experience in the last twenty years of 
religious life has been that of breakdown and 
disintegration, an experience little understood in its 
personal and collective implications. In one sense, 
this breakdown period began on an optimistic note - 
there were fresh insights into the nature and life of 
the Church and with that, a new look at religious life. 
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It engendered hope; it 
nurtured a boldness in 
ving candid answers. 
set religious to dreaming, 
asking new questions and in 
It 
Actually, hopes have, in themselves, a buoyancy 
that carries them to fruition. However, the process of 
exploring, in whatever endeavor, seems to include fears 
as well as hopes. And fears, on the other hand, can 
become a stumbling block to these hopes. John 
Wa1 chars , S.J. ( 1986) refers to fear as man's [woman's] 
perennial companion. He claims that situations that 
engender fear carry within themselves latent seeds of a 
possible solution. It is a common belief that fears 
grow in strength when they are suppressed, restricted 
or ignored. The Ad Hoc Committee operated on the 
assumption that theory informs experience in the 
movement toward action, and that reflection on the 
action helps to build new theory. It was hoped that 
once fears were recognized and acknowledged, the 
Sisters would look for the latent solutions, and be 
able to move away from and beyond their fears. The 
challenge was to use the past experiences creatively 
and be willing to risk the future. 
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Hopes and Fearc 
The cluster of meetings in March, 1986 had a 
record attendance of two hundred and eighteen Sisters 
of the Ipswich Province. The work of the meetings was 
to explain the purpose of the process method, define 
the term governance, and generate data for the next 
step in the process. Another purpose was to model a 
process within a process (the writing of the plan of 
governance). It was hoped that the notion of coming 
together and making decisions affecting their lives 
would start taking hold. The first cluster of meetings 
was a time for exploration. 
Reflection/Action 
The experiences, the attitudes, the values, the 
doubts, the dreams, the fears, and the hopes of the 
membership are among the most valuable qualitative 
resources available for exploring the 'innerness' of 
persons and these resources are oftentimes brought to 
life through reflection. 
After reflecting on 'Who we are,' the Sisters had 
worksheets on which to write their hopes and fears. 
The Sisters shared their worksheets among themselves in 
small groups of six. These small groups moved into 
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three larger groups and 
small group sharings, 
to answer the question: 
do you feel about what 
exchanged the content of the 
The task of the larger group was 
'What did you hear?' and 'How 
you have heard?' 
The worksheets were collated and at first glance 
the hopes seemed almost as varied as the participants. 
However, after several readings, the material seemed to 
fall into the following broad categories: Personal 
Exploration; Community; Province - especially with 
regard to unity, ministry, leadership, participation; 
and Congregation - specifically, reaction to the 
Superior General's visit to the Province. 
The following synthesis is an attempt to organize 
the data under these headings. In order to help with 
the interpretation of the material presented, a brief 
description of each section is provided. 
Personal Exploration 
Many of the comments that fit into this broad 
category could be further grouped to reflect hopes that 
center around better communication skills. Some 
expressed a hope for a future marked by greater 
affirmation of one another, while others spoke in terms 
of some type of spiritual renewal or revitalization. 
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Finally, many spoke about particular qualities that 
they hoped would characterize the Sisters as 
individuals . 
Communication - It was quite evident that the 
listening aspect of communication was a concern since 
many respondents hoped that they would be women who: 
listen to what is said not who says it; listen and 
respect the truth each one has; listen without denying, 
avoiding, or reading into. They hoped to see evidence 
of communication via discussion across age groups and 
Provinces and sharing among themselves in local 
communities . 
Affirmation - Approximately one-fourth of the 
participants expressed a hope encompassing the need for 
affirmation whether it entailed encouragement or 
acceptance of one another. There were expressed hopes 
that Sisters and their gifts/1a 1ents be respected. 
Respondents hoped that judgmental attitudes be set 
aside; that a belief in themselves be nurtured; and 
that the Province build on the positive ... rather than 
keep alive anything that bespoke a negative attitude. 
Spiritual Renewa1/Revita 1ization - It came as no 
surprise that a great number of Sisters shared hopes 
that touched upon a call to deepening and maintaining 
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spiritual values. For many this was a hope for 
spiritual renewal in general. However, some of these 
hopes had the following nuances: that a sense of 
self-sacrifice be developed - "The general good above 
my own’ (Notre Dame Institute Song); a better 
understanding of what religious life will be in the 
future; that there would be a fuller commitment to the 
spiritual in ourselves and in those we serve. The 
hopes for revitalization centered around striving to 
keep the Charism of St. Julie, their Foundress, alive; 
learning how to risk in order to respond to the 
challenges of today s world; realizing that we cannot 
put "new wine into old wineskins" (Matthew 9:17). 
Personal Qualities - In a manner of introspection, 
the Sisters hoped that they would be women who would be 
open, trusting, and realistic; women who would learn to 
differentiate between the essential and the peripheral; 
women who would live positively rather than negatively; 
women who would let go of the 'camp mentality.' 
Communit y 
One of the most noticeable changes in religious 
life since Vatican II is the evolution of community. 
What makes this so noticeable is the contrast between 
the rigidity and uniformity of the past and the 
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flexibility and diversity of the present. It is 
understandable that hopes would be shadows of the needs 
of the Sisters in this respect. Hopes focused on 
community renewal. The Sisters offered the following 
descriptives for renewed communities: enriching, 
enabling, challenging, nourishing, accepting, 
prayerful, places of concern, caring and love. On 
another level, their hopes concerning community asked: 
that there be a more corporate style to better witness 
the Gospel; that they develop new styles of community 
to support the mission of the Congregation; that they 
develop smaller communities to allow for greater 
diversity in ministry; that they move back into 
community and out of apartments (This is an interesting 
hope - since the Province has very few apartment 
settings); that they listen to the Church, Canon Law, 
and get back to community living. 
Province 
Uni tv - Recall that the Ipswich Province came into 
being in 1973 when the Massachusetts Province was 
divided into the Boston and the Ipswich Provinces. 
Recall also, that the division was based on an 
ideological rather than a geographical basis. It is 
with this background that the hopes for unity resonate. 
One-third of the Province expressed a hope for greater 
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unity. They used one or more of the following to 
explain their hopes: set differences aside, bury age 
differences/encourage more understanding among the old 
and the young, learn to forgive and forget, unity in 
diversity, spirit of reconciliation, sense of 
belonging, reasons for transfer (to Boston Province) be 
examined, alienation is exaggerated and needs 
attention. 
A number of Sisters shared hopes for some form of 
unifying the Provinces either as one Massachusetts 
Province again (Boston and Ipswich), or as a New 
England Province (Boston, Connecticut, and Ipswich - 
the original Massachusetts Province). This is a rather 
surreptitious hope - that Boston and Ipswich would let 
go of the isolation stance and communicate. 
Although the next group of hopes do not actually 
designate a call for unity per se, it is appropriate to 
place them here. There seems to be the perennial 
problem of age differences. The hopes focused on: 
capabilities rather than age; leadership is not a 
prerogative of any particular age group; need for each 
other; needs of the younger Sisters be considered so as 
to ensure the future of the Sisters of Notre Dame. 
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—niStrY " °ne hundred and fifty years of a single 
apostolate - education - was certainly a stable reality 
of the Sisters of Notre Dame. This was one reason that 
many Sisters resisted any form of diversity in 
ministry. The hopes of the Sisters in this area 
appeared to be equally distributed between specific 
hopes for the school ministry and specific hopes for 
new and different ministries. There was an outward 
look evidenced by a desire to include lay teachers in 
the decision-making process in the schools, and to 
focus on the needs of the Church and the diocese as 
well as on Notre Dame schools. The Sisters hoped for 
acceptance of new ministries without questioning 
fidelity to the Foundress, St. Julie. Their hopes 
included a reaching into the Third World and a renewed 
interest in the missionary efforts of the Congregation. 
There was some introspection again, hopes that dealt 
with their attitudes. There was hope for movement 
beyond self: a concentration on vital issues; a 
channeling of energies, joy, and prayer into their 
ministries. At the same time, they were realistic and 
expressed a hope that resources would be considered and 
that priorities would be established accordingly. 
Leadership - Sisters spoke to the qualities of 
leadership and the structures which support leadership 
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within a group. A compilation of hopes showed 
openness, sincerity, enabling, forward-looking; person, 
who hear first and then respond, persons interested in 
service not power as the most popular qualities of 
leadership. A number of Sisters tuned in on the plan 
of governance as structure and hoped for a structure 
that would incorporate many ideas that could be owned 
by all, a structure that was simple enough yet allowing 
for participation; a structure that would aid in 
developing realistic goals for the Province; a 
structure that would endorse a team style of 
governance. Very few hopes were expressed regarding 
the election of leadership, however, some were 
concerned about the voting process in the province and 
asked that other possibilities be pursued. 
Participation - A characteristic of women 
religious' post-conciliar reflection on religious life 
has been its collaborative nature. It is no wonder 
that approximately one-half of the respondents made 
reference in their hopes for various forms of 
participation in Province affairs. Some saw 
participation as a means of personal and communal 
growth while others saw it as a way of making a 
difference first in the Province, and through that, in 
the Church and in the world. Many Sisters, although 
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not using the tern, part icipet ion. spoke in terms of 
leaving the past behind and moving into the future; of 
being willing to make decisions regarding property, 
personnel and finance; of moving from education/input 
to action. At this point, there was good feeling 
toward the Ad Hoc Process - as Sisters hoped for 
participation in it and expressed a positive attitude 
toward it. 
Congregation 
In the initial stage of the Ad Hoc Process, the 
Superior General of the Sisters of Notre Dame visited 
the Ipswich Province. She presented a rather blunt 
description of the Province's attitude and offered the 
challenge of a three year renewal coinciding with the 
Ad Hoc Process - the designing of a plan of governance. 
This message was received with mixed emotions. Some 
Sisters expressed the hope that the challenge would be 
taken seriously. Other hopes hinted at some anger at 
the message, and still others hoped for more confidence 
in the General Government Group. A minority hoped for 
a better sense of themselves, not as second class 
members of the Congregation. An even smaller minority 
of six Sisters felt they had very little hope, so could 
share nothing other than their feeling of hopelessness. 
Five of these Sisters felt the problem rested with the 
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leadership should 
Province. One felt that the General 
be more directive. 
As previously stated, the process of exploring 
includes fears as well as hopes. In collating the 
fears of the Sisters, issues that surfaced for their 
hopes also surfaced for their fears. The following 
categories best organize the fears of the Sisters. 
Personal Exploration 
Sisters expressions of their fears showed lack of 
proper communication as one cause of fear. Other fears 
resulted from a sense of non—affirmation, and still 
others appear to be the fears of what the process of 
transformation/revitalization might exact. Finally, 
many Sisters mentioned the past and expressed fear that 
it could pose a serious problem. 
Communication - The fears along the continuum of 
communication went from: refusal to confront issues; to 
being bogged down with worn-out issues...missing the 
heart of the matter; to reacting to personalities 
rather than to issues; to judging motives/actions; to 
finding it difficult to forget; to hindering change 
because of obstinacy and disinterest. 
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_Af f j rmat i on - 
It could be the 'letting go' of 
structures such as habit, single apostolate and 
vertical authority that exposed a sense of insecurity 
that translated into non-affirmation. Whatever the 
cause, these were the fears: non-acceptance of 
differences; lack of openness because of being tagged 
as negative or anti-authority; the young Sisters not 
being heard; those put down in the past have lost hope; 
plans of some not considered worthwhile; threatened by 
the thinkers; giving up - thinking I cannot make a 
difference . 
Spiritual_Renewal/Revitalization - From the fears 
that could be connected to this category, it came 
through very clearly that the Sisters were aware that 
transformation went beyond the personal. There was 
concern that the revitalization experiences of some 
would not be sustained and enhanced in order to be an 
animating force for all. The Sisters feared: a turning 
inward . . .rather than outward to the world and its 
needs; that negative attitudes would block the process 
and/or growth; that Sisters would not take the time or 
energy to reconstruct with new ideas and go with the 
Church; that Sisters would ignore or not risk the 
challenge of the future; the dead wood...that dragged 
down hopes and movement. 
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The domain of their fears for spiritual renewal 
included: that anxiety and worry stifled confidence in 
God; that sociology would replace spirituality; that 
the spiritual dimension of their lives would be lost: 
that there was a weakened sense of their vow of 
poverty; that worldliness would replace their 
counter-cultural stance; and that in renewal...do not 
throw away the baby with the bath water. 
Past Experiences - The past is often viewed as the 
building block of the future. However, one must move 
beyond the foundation. Some Sisters expressed fears 
that this movement was lacking. They feared: returning 
to the past for the way things were done; that the 
cries of those who would choose 'life' in the Province 
would be strangled by the vocalness' of past power; 
that ten years from now, they would be discussing the 
same things as they were discussing now. Reference to 
recycled leadership and 'we have heard this since 1969' 
perhaps indicate an unwillingness to let go. 
Communit y 
Humankind carries in its head a model of reality 
put there by tradition, training, custom, and 
prejudice. When this model is jeopardized, fear of its 
loss is poignant. On the Congregational level many 
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Sisters harbored fears: that there would not be enough 
young Sisters to carry on the work of the Congregation; 
that there would be no corporate image to attract young 
women; that the 'spirit' of St. Julie (Foundress) would 
be lost. There was much fear expressed regarding the 
dlminishment of community life on the local level; that 
Sisters in retirement were lonely and depressed; 
Sisters feared ending their life in a secular nursing 
home; Sisters felt forced into retirement without 
preparation. 
Province 
Up i1 y Innovation is necessary for growth. 
However, the diffusion of innovation can sometimes 
cause unpredictable fears. Some such fears that 
threatened unity in the minds of the Sisters were: that 
diversity will become division; that lack of 
cohesiveness will cause division; that the Province 
will pull away from the Congregation; that personal 
interpretation of St. Julie (Foundress) will vitiate 
the Notre Dame reality; that young Sisters do not have 
a Notre Dame purpose and spirituality; and that 
individualism will wipe out a Notre Dame working 
corporately for God. There were fears that there was 
mistrust on the Provincial and on the Congregational 
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levels. Transfers to other Provinces were 
abandoning the ship. 
seen as 
~-nlstrY " Looking at ministry from the viewpoint 
of ministers can produce a selfishness that could cause 
ministry to suffer, was how one Sister saw it. Some 
expressed fears centered around the notion that the 
new freedom' to choose ministry was going to allow for 
private ambition which would blind some Sisters to the 
work of God and would create a future non-existence. 
Some feared that the 'new freedom' would*, cause burnout 
- hence abandonment of good works; lower the standards 
the educational apostolate| that the education of 
children would be lost; and that survival of self would 
out-distance ministering to a changing world. There 
was fear that movement into new ministries would be 
hindered because of lack of support and recognition 
(from Leadership). Another fear for some was the 
experience that ministry decisions were not in the 
hands of those whose lives are involved with these 
ministries . 
Leadership - Today's needs call for leadership 
with high tolerance for ambiguity and conflict, a low 
need for approval, and persistence. The Sisters 
expressed fears that spoke of a closed attitude on the 
part of Leadership that would cause more Sisters to 
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transfer to other Provinces; that this same closed 
attitude would limit the apostolate because it 
[Leadership] thwarted the desires of the Sisters by 
failure to move, and was unwilling to take risks 
necessary for growth and change. Paramount among their 
fears was that the existing structure of government 
militated against a participative style; they feared 
the inability of the Leadership to develop an authentic 
kind of participation. An oft repeated fear was of 
recycling administrators. 
Participation - The Ad Hoc Process was the target 
of the Sisters’ fears under this area. Although the 
number of expressed fears only amounted to a minority 
count - the negative attitude and feeling of 
hopelessness regarding a three-year process was there. 
There was a fear that all would remain the 'status 
quo'; that the Ad Hoc Process would have little effect 
on the Province; that participation and dialogue would 
cause Sisters to stray from the Notre Dame heritage. 
One Sister feared that the attitude 'it cannot be done' 
would put a damper on those willing to try to work with 
the Ad Hoc Process. 
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Forum for Reflection 
The last portion of the meetings was given to 
exchanging the hopes and the fears of the Sisters that 
were shared in the small groups. This sharing was an 
attempt to capture the climate of the heart. By asking 
the Sisters to reflect on the questions, 'What did you 
hear?’ and 'How do you feel about what you have 
heard?, it was hoped that the pulse of the Province 
could be taken. In the total group sharing, the 
expressed hopes and fears were written on newsprint by 
the Ad Hoc Process Committee members. The data were 
reported back to the Sisters as a base for a later 
determination of needs. An assumption on the part of 
the Ad Hoc Committee was that this pulse (feeling) 
would have a crucial impact upon the quality of the 
Sisters lives and would influence the Sisters' 
decisions about their future. 
In answering the question, 'What did you hear?' 
the Sisters heard more fears than hopes; a sense of 
urgency; the importance of accepting who we are and 
moving on; and that this was a new beginning - a 
'special moment in time now.’ They heard some needs! a 
need for transformation in governance, enabling 
leadership, and viable structures to allow for fuller 
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participation. The need to realize the W£ of the 
Province and the ensuing obligations of sharing, 
supporting, challenging, and listening to one another 
were echoed and re-echoed. The challenge of innovation 
was evident as the need to form new community 
Structures; to find creative ways of meeting the needs 
of different groups in the Province; to face/accept 
diversity; to learn to handle conflict were all 
recurring sounds. 
The fine-tuning of the answers to the second 
question, ’How do you feel about what you have 
heard?, displayed a picture of hopefulness: 'This is 
the seed that will take root.' Sisters spoke of being 
encouraged, energized, determined, challenged, eager 
and ready to move. However, there were faint sounds of 
frustration: when do we actually begin to do 
something? and hopelessness: 'we have tried before.' 
Varying voices spoke of discouragement, anxiety, anger, 
fearfulness, lack of trust, and ambivalence. 
Summary 
One purpose of the first cluster of meetings was 
to generate data. The data generated were the hopes 
and the fears of the Sisters. These hopes and fears 
are some of the rich resources of the Province. The 
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challenge was to identify and acknowledge these 
resources so that they would be given appropriate 
weight in planning for governance. And even though 
fears were identified, the open participation of the 
Sisters provided the basis for hope and a continued Ad 
Hoc Process. 
Setting Priorities/Future Planning 
As stated in the Overview of Phase T. the primary 
purpose of the first cluster of meetings was to 
generate data for future planning. The framework for 
creative future planning might well include drawing 
strength from the past, responding to the present, and 
being aware of resources. In order to maintain a 
vision, priorities must be established - hence the 
overall purpose of the second cluster of meetings was 
setting priorities. 
This cluster of meetings in May, 1986 had one 
hundred and sixty Sisters participating. Cognizant 
that Sisters, when attending meetings, have a tendency 
not to risk the security of friends, a unique way of 
forming groups was designed for each set of meetings. 
For the most part, the groups were heterogeneous in 
experience and outlook. 
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Council Scenario 
The Leaderehip Structure of the Ipswich Province 
consists of the Provincial and four Councillors and 
functions os a Province Council. The scenario for this 
cluster of meetings was the first Administrative 
Session of the Province Council. So. the Sisters 
attending the meetings formed groups of five and became 
instant Province Councils. Each group was given the 
Summary Report of the Hopes and Fears from the previous 
cluster of meetings and was asked to reflect on the 
present reality of the Province and to consider their 
own lived-experience. Their task, after reflection and 
exchange, was to set priorities for their three-year 
term of office. The number of priorities was to be at 
least three, no more than five. 
From the twenty-nine 'instant' Councils, thirteen 
topics surfaced. It was interesting to note that five 
topics had almost equal support. In order of support, 
these topics were! Government issues, Province 
participation. Community life, Spirituality/Prayer, and 
Communication. Other topics with much less support 
included: Diversity, Sense of Mission, Sense of Unity, 
Need for Education (especially in governance) within 
the Province . 
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The top five priorities were very closely aligned 
with the Sisters' hopes and fears. For example, there 
was an often repeated hope for more participation in 
Province matters as well as a fear that the Leadership 
would remain closed to grassroots involvement. 
Balance Incentive 
The Ad Hoc Process, in reality a process of 
exploration, had built into it a basic tension. On one 
hand, the more numerous the opportunities for 
exploring, the more likely new patterns for vitality 
would be discovered. On the other hand, if the rate of 
exploring progressed too rapidly, it might unnerve the 
people it was intended to service. The process of 
exploring must balance both of these dimemsions. 
Realizing this, the Ad Hoc Committee invited the 
Sisters to make whatever kind of commitment they wished 
to the Process in the form of a letter to themselves as 
a closing exercise for these meetings. Making use of a 
shared symbol, a miniature haycart (St. Julie, 
Foundress, escaped in a haycart from the soldiers 
during the French Revolution), the letters were placed 
therein, to be returned at the final Ad Hoc Process 
gathering in the Spring of 1989. Making such a 
commitment spanning three years would tend to counter 
anything that might appear rapid while at the same 
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time, utilizing the shared symbol, added vitality and 
hope to the process. 
After the second cluster of meetings, the Ad Hoc 
Committee honored its accountability to the Province by 
merely reporting a synthesis of the cluster of 
meetings. At the same time, the Committee began to 
test the waters of participation. The Ad Hoc Committee 
wanted to involve other Sisters in the planning of 
various phases of the process, so requested volunteers 
for small group facilitating, 1iturgy/prayer service 
planning, and report writing. The response to this 
invitation to participate was small but encouraging. 
It was a beginning. 
Summary 
The purpose of the second cluster was to engage in 
a kind of analysis process. Given the hopes and fears 
of the Sisters, the instant Councils were to set 
priorities for their term of service to the Province. 
Decision-making was the challenge. The Ad Hoc 
Committee acknowledged the life and spirit the Sisters 
added to the Process by their attendance and their 
willingness to cooperate with the activities of the 
meetings. The Committee suggested that the Sisters 
take time to reflect upon the data thus far generated. 
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Xrends - Impart, on Va1„Qr 
In some people’s mind there is a haziness in 
distinguishing between trend and change. Are these 
concepts synonymous? Is it necessary to delineate the 
differences? Or is it sufficient to accept the reality 
of the present as directives for the future? The 
dictionary defines ’trend’ as an inclination in a 
certain direction. John Naisbitt (1982:xxxii) says. 
Trends like horses, are easier to ride in the 
direction they are already going.’’ Trends indicate the 
direction in which society is moving. Trends also 
influence decision-making. Granted, decisions are up 
to the individual(s), but certainly decisions that are 
compatible with the trends should be easier to make. 
It would follow therefore, that being aware of the 
larger social trends and their impact on us, should 
prove beneficial in making decisions for the future. 
Sense the Direction 
Openness to the trends that were transforming 
their lives was a shift in direction for religious. 
Congregations of religious may have experienced this 
shift more profoundly than other groups in that they 
had been around for a longer time. Being farther away 
from their beginnings, beginnings rooted in an 
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present, 
historical reality very different from the 
women religious, understandably were somewhat anxious. 
By now, 1989, one would admit that none of us 
escapes from the process of change. This demands of us 
a continual rethinking and redefining of our purpose as 
persons in ministry and of our purpose as an organized 
institution. Therefore, we must be about sensing the 
trends of today's world. Ideally, we should become 
alert to changes around us; we should anticipate their 
impact on institutions and on ourselves. It was with 
this in mind that the third cluster of meetings 
attempted to identify current trends. These trends 
were articulated and shared in the large gathering. 
Once these trends were identified, the Sisters were 
divided into small groups of eight for further sharing 
and discussion. 
To facilitate exchanging their reflection on the 
trends mentioned in the large group meeting, the 
Sisters were given the following questions as 
guidelines: What trend needs attention now? What values 
will that trend reinforce? preserve? threaten? What 
will it call forth in you? and What challenges and/or 
problems will it give you? 
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Id^nX iJLication of K»y Trends 
From the trends that were written on newsprint 
during the total group gathering and after small group 
sharing and discussion, the Sisters identified the 
trends that would set new directions in their lives. 
These trends were as follows: acceptance of diversity; 
decentralization of authority; networking; 
participative management; dissent in the Church and the 
community about beliefs or issues; communication and 
information on-slaught. Other trends impacting their 
lives and value systems were materialism, mobility, 
influence of the media, the configuration of family 
today, and aging and burnout. 
Trend I - Concept of Authority. The task of the 
small groups was to discuss the trends mentioned in the 
large group and pinpoint the trends that needed 
immediate attention. A trend endorsed as needing 
attention now was that of the 'changing concept of 
authority.' From studying the written responses, it 
was appropriate to place under that same category 
decentralization of authority, participative 
management, and networking. In describing the trend, 
these several groups conveyed a shift from a 
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hierarchical system of decision-making to one of shared 
or participative or grassroots involvement. 
A synthesis of the answers to the questions. What 
values will the trend reinforce? What values will the 
trend preserve? What values will the trend threaten? 
follows. It would reinforce the value of the person 
(enhance the dignity of the individual); it would be 
growth in maturity (owning decisions); it would allow 
for positive confrontation and encourage a spirit of 
collaboration. This shift would preserve: the morale 
of each Sister (one would realize that she had a place 
in the sun ); the sense of ownership of the Province 
and Congregation; the opportunity for dialogue. The 
participants saw the changing role of authority 
threatening: the insecure members of the leadership and 
the followership; the 'no — friction', ' no~stress1, 
'no-negativeness ’ stance of the Province; the sense of 
letting-go of one's own ideas so that they can be 
meshed with other ideas; the old style of leadership; a 
sense of onward movement. 
There was overlapping among the groups on what 
this 'changing concept of authority' would call forth 
from the membership. Again, in synthesis, following 
the trend would call forth: the ability to empower 
people; a better understanding of peoples' strengths 
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and weaknesses; the courage to withstand the inevitable 
opposition fro. those wishing to maintain the statu, 
quo: an appreciation of the diversity among us; a 
freeing themselves from the bondage of being a 
'feeling' Province; the need for a clearer articulation 
of the style of governance necessary for the 
twenty-first century. 
The challenges, peculiar to following the trend 
included: to be an agent of change - to believe that 
one person can make a difference; to be involved; to 
accept the responsibility of membership; to ’let-go* in 
order that the Province can give life; to be honest - 
not mask ideas with sweet words. 
The problems accompanying this trend were 
identified as! suffering — since a sizeable majority 
did not want change; discouragement - only mini-steps 
of change were occurring; inability to come to 
consensus for Province priorities; expectation levels; 
escapism - Sisters absenting themselves from Province 
endeavors; Sisters did not say what they meant and/or 
mean what they said. 
Trend II - Acceptance of Diversity. A look at 
another trend identified by the Sisters as needing 
attention now was the 'acceptance of diversity.' By 
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diversity the Sisters were addressing diversity in 
ministry. Recall that the Sisters of Notre Dame were 
engaged in the single ministry of education - education 
in the classroom - for one hundred and fifty years. 
Thus, verbalizing this trend was a departure from the 
lived-experience of many. The reason for branching out 
was to meet and serve the needs of the times. One 
group s expression of this diversity was to 'translate 
the charism of St. Julie to address the very real needs 
of the world in 1986!' Other groups saw the diversity 
as serving the poor. The groups felt that this 
direction would reinforce their valuing: St. Julie's 
commitment to the Church, a sense of mission, a 
solidarity with the poor, being a witness to the Gospel 
message. By moving into other ministries the Sisters 
felt that what they valued as Sisters of Notre Dame - 
the heritage of Notre Dame, a spirit of sacrifice, a 
call for generosity, recognizing Christ in others - 
would be preserved. Present lifestyle, structure, job 
security and benefits, uniformity (once cherished), 
and, for some, identity as Sisters of Notre Dame would 
be threatened if this trend became an active direction. 
As a Province, they would be called forth to risk, 
to change, to dialogue, to learn new skills, to 
redefine Community, to prioritize ministries. The 
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£h3llen^5- would b* = to accept the reality of 
diversity, to 'let-go' of the past, to support/affir* 
those wishing to digress from the 'way things were,' to 
be aware of and accept one's limitations as well as 
one's gifts, to encourage others for ministry. The 
Pr°blemS foreseen if this trend were actualized were 
restlessness, initially a divisive spirit, one's 
independence, lack of security. 
Trend III-Aging;. Numbers and ages are topics 
that have been and are commanding more and more 
attention from religious. The decline in religious 
vocations is a matter of grave concern to many 
religious. As a result of this decline, the median age 
of religious is rising and their ability to serve the 
needs of the Church is becoming increasingly more 
limited. It was no surprise then, that many groups 
cited aging as a trend to be considered. However, 
aging can be seen as more than a trend; it is an 
irreversible reality, a reality that permeates all of 
society. Because the Sisters value their way of life, 
the importance of an active interest in vocations and a 
healthy concern for the future of the Congregation was 
understandable . 
There was a definite focus on the dignity and 
worth of the person as the value most connected with 
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aging. 
The Sisters expressed concern that appreciation 
of and use of talents and expertise would diminish. 
They saw age as a continuing contribution to the 
Province. Working until the 'end' was a tradition to 
hold on to, the underlying value being one's personal 
dignity. 
Some Sisters saw aging as reinforr. ing an 
interdependence among the four eastern Provinces or 
possibly the six United States Provinces. Aging would 
also reinforce the trend of the Church’s use of the 
laity. However, this emergence of the laity within the 
Church was cited as a possible threat to some and that 
it could cause resentment. The impact of aging would 
threaten. the active apostolate, especially teaching; 
finances, diminished number of wage earners; and 
lifestyle, fears of living out later days in a 
non-Notre Dame community or in a secular nursing home. 
Although there was concern regarding 'quantity', there 
was also an awareness of 'quality' since several groups 
felt that aging would preserve the importance of the 
quality of their presence in ministry and community. 
Several groups felt that they would be called 
forth to 'let-go' of the traditional concept of 
religious life and 'let-be' the challenges of new forms 
of religious life. Religious life being a life of 
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faith, the Sisters were true to form when they claimed 
that aging would call forth in themselves a greater 
confidence in God, and an appreciation of their prayer 
life and sacrifice for the Congregation. For those 
Sisters experiencing the diminishments of age, there 
would be a need for affirmation of their lifestyle and 
a need for communication to keep them abreast of the 
active apostolate, and to help nurture ways of creative 
presence. 
The challenge that aging presented for some groups 
was apostolic creativity. The Sisters felt that they 
were called to be leaven' to stimulate vocation 
awareness and to respond to current needs. The 
problems foreseen were inevitable: personnel and 
finances. These problems, of course are all the more 
weighty since they exist in direct proportion. 
Summary 
The third cluster of meetings reached consensus 
that these trends were affecting religious life 
throughout the United States in general - the Church - 
Education - the Family - all aspects of life. There 
was agreement that these were times of turmoil, 
uncertainty, times of change. The Sisters admitted 
that there was no way they could go back to what was, 
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nor could they stand still. Instead, they had to be 
challenged continually to find meaning in today's 
world. In fact, a recurring question emerged - 'What 
would St. Julie (Foundress) say or do if she were here 
today in 1986 ? ' 
My_e rs-Briggs Type Indiratnr 
Neither the past nor the future, in and of 
themselves, control the willingness of religious to 
respond to current needs. Religious must choose to be 
involved; with that choice, change often occurs. For 
change to occur, however, people must experience a 
sense of security, identity, and belonging. They must 
be aware of their own reality. The thrust of Phase I 
of the Ad Hoc Process was to ascertain the reality of 
the Ipswich Province. The hopes and fears articulated 
by the Sisters in the first exercise served as a 
backdrop in the second exercise for setting priorities 
for the next three years. An additional dimension for 
making choices is the knowledge of the world around us. 
And so, the third exercise found the Sisters reflecting 
on the t rends in the world around them and the impact 
of these trends on their values. So far, the process 
called for an inner search and an outward look - 
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overall - the underpinning o£ this whole phase was a 
look at 'who we are.' 
Membership - Who we 
The Ad Hoc Process Committee believed that the 
Sisters had to see the reality of the Ipswich Province 
as they moved ahead in the governance process. One 
very vital part of that reality was the membership - 
who they were, where they were, what were their 
strengths, gifts, weaknesses, potentials, etc. Another 
vital part of that reality was an understanding of the 
different kinds of Sisters who were interested in 
different kinds of things. In other words. Sisters act 
and react depending upon their preferences. The Ad Hoc 
Committee asked the Sisters to take the Myers-Briggs 
Type Indicator in order that they could become aware of 
their own preferences. The Ad Hoc Committee promised 
to present a Province Profile Readout in order that the 
Sisters would be cognizant of the other types different 
from their own. The anticipated end of this venture 
was a better understanding of Sisters' responses to 
change. It was hoped that a better understanding of 





from the Sisters. 
was some reluctance and questioning 
This reaction could have been 
predicted as part of a Province self-evaluation, 
because in the mid 1970s, many Sisters took the 
Myers-Briggs Type Indicator. And, for many, it was not 
a good experience. First, there was not a complete 
interpretation for each Sister or a Province Profile 
Readout; second, no follow-up was provided to develop 
its value for implementation or future planning; third. 
Sisters labelled one another or were labelled, which 
showed an incorrect understanding of the instrument’s 
purpose. Some of the comments and questions were: "We 
have already done this"; "What is the value in all of 
us taking it again? ; "it is so introspective"; "it is 
time to look out beyond ourselves"; "it labels people"; 
I do not like tests"; "Are you qualified to give it?"; 
How do we go about this?" The Ad Hoc Committee sent a 
written communication addressing each of these comments 
and questions to the Sisters. 
Reality Revisited 
The reluctance of the Sisters to participate in 
taking the Myers-Briggs Type Indicator was short-lived. 
Within a month of the communication addressing their 
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comments end questions, two hundred end sixty-four 
Sisters, representing 64 percent of the Province, hed 
participated. This number is significant since 
approximately one-half of the Province is in retirement 
of one kind or other, and of this number approximately 
one-tenth are not able to participate in Province 
business. The Ad Hoc Committee persuaded the Sisters 
that the Myers-Briggs Type Indicator was not a 
psychological test; that the sharing would not be 
threatening or embarrassing; that it would be helpful 
and even fun. One month later, each Sister received 
her own Profile and had the Province Profile 
interpreted. This readout provided the Sisters a 
portrait of themselves in a unique and special way. 
Milestone: Acceptance of Reality 
The Myers-Briggs Type Indicator Readout meeting in 
December, 1989 proved very beneficial. The Sisters 
were enthused with their own profile and the 
interpretation provided. The Province Profile was 
received with much enthusiasm also. The fears and 
reluctance were gone; there was open acceptance of this 
segment of the Ipswich Province's reality. The 
Province Profile showed the following distribution: 64 
percent were introverts and 36 percent were extroverts; 
71 percent make decisions via feeling and 29 percent 
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rcake decisions vie thinking; 67 percent use sensing for 
ways of finding out end 33 percent use intuition for 
the sane purpose; 23 percent ere besically perceivers 
and 77 percent are besically judges. Twenty-eight 
percent of the Province had ISFJ preferences. The next 
ighest category of preferences of 14 percent had ESPJ 
inclinations with a close runner-up of 13 percent with 
ISTJ preferences. There was only one type out of the 
sisteen usually designated not represented among the 
Sisters, the ESTP type. 
The implication of being a Province with such a 
high percentage of Sisters with feeling' preferences 
in decision-making was evident. Sisters became aware 
of 'why' they decided issues as they did. It also 
provided a greater tolerance of those whose 
decision-making was influenced by other preferences. 
Sixty—seven percent of the Province had sensate 
preferences and forty-eight percent of these were the 
introverted sensing type. The intuiters, thirty-three 
percent of the Province, became aware of one of the 
reasons their innovations did not take off in the 
Province. The Sisters were more acceptable of their 
judging attitude toward the outer world, having 
realized they were accustomed to live in a planned, 
decided, orderly way. 
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Summa r y 
An organization in change is basically focusing a 
future. The future implies setting priorities. 
Setting priorities demands making decisions. One major 
area of concern for members of the Ipswich Province was 
futuring (strategic planning for new apostolates with 
limited personnel.) In futuring one needs to be aware 
of the Past, to own one's history, and accept present 
reality in order to be free to plan and to move into 
the future. The Sisters were very receptive to the 
interpretation of the Myers-Briggs Type Indicator. 
This exercise left them with a comfortable attitude 
toward themselves and toward others. There was an aura 
of excitement, an enthusiasm that bespoke an earnest 
desire to continue with the process. 
Focus Statement 
The way for process to continue is to continue. 
It was time to look at all the data that were collected 
from the four exercises of the process thus far. The 
focus continued to be how the Sisters dealt with their 
present reality in a way that would help them fashion a 
meaningful and viaible mode of governance. Following 
the Province Day for the Myers-Briggs Type Indicator 
Readout, the next step was to refine all the collected 
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data into 
While the a vision or focus statement, 
entire Province was made aware that they would continue 
to play a vital part in the shaping of this statement. 
the Ad Hoc Committee called for volunteers from the 
Province to do the first analysis and synthesis of the 
data with them. This group was to pick up the common 
thread(s) in the data - what they had heard, seen, and 
said to one another. From this perusal, a focus 
statement was to be written. The hope of the Ad Hoc 
Committee was to provide the Province with a working 
draft of their comments, reflections, and refinements 
and thus facilitate the task of writing the Province 
Mission Statement. 
Workable Synthesis 
Nine Sisters met with the Ad Hoc Committee for one 
entire weekend. These Sisters had received a copy of 
all the original data produced in the three rounds of 
meetings so as to be ready for the task ahead of them. 
They sifted, sorted, and synthesized their way through 
fifty pages of data. The first synthesis was five 
pages in length; by the time they were finished, the 
synthesis had been refined to two pages. 
In sifting through the data three themes surfaced*. 
Governance, Community, and Ministry. These, then, 
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became the categories for further analysis and 
synthesis . Each Sister in the volunteer group chose an 
area of interest in which to work. Although it was 
apparent to the Focus Statement Committee that the data 
under each area could be analyzed for qualities that 
should be present in a Focus Statement, there were 
statements, albeit needing attention and reporting, 
that had no place in a Focus Statement. 
Each small group completed the above task in a 
specific area and then presented their findings to the 
entire group. There was dialogue, reflection, 
discussion and more reflection. Finally, the groups 
were comfortable that their synthesis was congruent 
with the Sisters’ expressed reality. One question 
remained unanswered. What was the Committee to do with 
the so-called extraneous matter that was present in the 
data that did not fit into a Focus Statement? The 
group went to work and after dialogue and discussion 
classified the extraneous matter as: facts that needed 
to be considered and addressed; attitudes that their 
life together required; and actions that prompted 
participation. The Committee sifted for common facts, 
attitudes, and actions in the three areas and agreed to 
keep these concepts separate from the Focus Statement. 
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This decision was made so as not to lose some of the 
pertinent realities of the Province. 
After several rough drafts of the statement, there 
was agreement among the members of the writing group 
that the statement was as accurate a picture of the 
Province as they could sketch it from the data. So, 
from fifty pages of data the Focus Statement came to 
life. (See Appendix D) 
Summary 
Perhaps the most important aspect of the Focus 
Statement for the Province was that it would serve as a 
working paper for the Province's Mission Statement. 
This Mission Statement, in turn, would serve as the 
basis for selection of leadership. A process for 
selection of leadership was the focus for the next 
phase of the Ad Hoc Process. 
What remained to be accomplished was sharing the 
Focus Statement with the total Province and testing for 
ownership of same. This task was part of the agenda 
for the fourth cluster of meetings. 
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Sharing/Owning the FnrUS Stiiumnnt 
In this latter part of the twentieth century, it 
is safe to say that religious must caution themselves 
against minimizing or neglecting the common bonds that 
unite them. A shared framework of learning and valuing 
is necessary for any kind of regeneration. The Ad Hoc 
Process Committee believed that vitality can emerge out 
of a continuous process of dialogue. Dialogue can be 
successful when the participants work to build shared 
frameworks of learning and valuing. Moreover, shared 
frameworks call for an openness to the unexpected and 
the challenge of the future. Shared frameworks call 
for creativity with a capacity for dreaming and a 
capacity for analysis. The intention of the Ad Hoc 
Process Committee throughout Phase I was to involve the 
Sisters in the process so that a current of 
transformation would draw the Province to deeper 
insights and commitment needed for the continuance of 
designing a new governance structure. This involvement 
entailed owning what they had in common ... hopes, fears, 
priorities, traditions.... 
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Vote of Confidence 
The cluster of meetings that ended Phase I was a 
pivotal one because it reflected the reality of the 
Province. This reflection was embodied in the Focus 
Statement which identified them as Sisters of Notre 
Dame, challenged them to the needs of today's world, 
and set the goal for a participative form of governance 
structure. The Focus Statement was given to the 
Sisters and time was allowed for quiet reflection. 
Again, the plan for participation called for small 
group sharing (6 — 8 Sisters) since the Ad Hoc Process 
Committee was mindful that some Sisters found small 
groups conducive to expressing their ideas. After the 
small groups shared, the Sisters reconvened as a large 
group in order to exchange and share the dialogue of 
the small groups. 
Before the Sisters shared in the large group, they 
were asked if they could endorse or live with the Focus 
Stat ement. There was consensus that it represented 
'who we are' and 'what we have to do'. A show of hands 
was signal to its acceptance. After the vote of 
approval, the Sisters were asked what they found 
exciting and/or challenging in the Focus_Statemen_t . 
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These comments were tabulated on newsprint at each 
meeting of the cluster and were collated. 
A New Vitality 
The compilation of comments regarding the Focus 
Statement represents one hundred and seventy-four 
Sisters who had attended this cluster of meetings. The 
Sisters found exciting: a nuance of gentleness; a call 
to plan.. .participating in same; a call to mission; a 
call for positive attitudes. The Sisters identified 
with: we foster and encourage creativity;' 'our 
deepening awareness of the world...to plan and adapt;' 
'our governance intends participation for goal 
setting. They felt excitement because it drew a 
corporate image of joyful living together and yet 
admitted to the fact of tensions and struggle... it was 
real. Others found excitement in the risk it offered 
in 'actualizing' their potential for planning and 
decision-making and in the risk it offered in admitting 
to some of their fears. 
The Sisters found challenge in their move to 
accept the challenge of designing a new governance 
structure. On their list of challenges was: to look at 
corporate goals and at perceived struggle with personal 
goals; to face tensions and work toward unity and 
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acceptance; to participate in corporate implementation 
as well as in goal setting; to acknowledge the truth of 
the Facts, Attitudes, and Actions; and to move on to 
improve. Being prayerful, building an attitude of 
respect for persons, living the Gospel message, 
avoiding jealousies would be the challenges to the 
spiritual dimens ion of their lives • 
Resources for Leadership 
As was mentioned previously in this chapter, this 
was a time for exploration. In any exploratory 
situation, we pose questions and concerns, focus in on 
the reality of the situation, and provide insight into 
the solution. The questions were asked ~ the reality 
was confirmed, now provision was being made to share 
the insights. The second part of the meetings of this 
last cluster of Phase I was an effort to surface 
qualities for leadership. Leadership aims to motivate 
people freely to change by accepting new values and 
attitudes (Arbuckle, 1987.) Leadership should be 
transformational (Burns, 1978.) And Schneiders (1986) 
claims that if religious congregations are in a 
frontier position in the Church, leaders should be in a 
frontier position in their respective congregations. 
These, together with the consequent alteration in 
behavior patterns, effect cultural changes. A leader 
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rarely has all the qualities for effective leadership. 
He/she fosters teamwork so that others are able to 
supply the qualities that are lacking. 
Each Sister was given a worksheet depicting three 
incomplete, overlapping heads. The notion being 
stressed was that one person might not have all the 
qualities necessary for leadership, instead it might be 
that leadership was a composite of sorts. The Sisters 
were given time for reflection and were to write down 
the qualities that their reflection brought to the 
surface. When this portion of the meeting was 
completed, the Sisters separated into groups of eight. 
Each group was given a piece of psychedelic paper of 
different shape and color. Each Sister shared her 
worksheet on Qualities for Leadership within the group. 
As a group they came to consensus regarding qualities 
for leadership and wrote them on the piece of 
psychedelic paper. These papers were pieces of a 
puzzle which, when put together formed a stick figure 
person. The various colors and shapes were to 
emphasize the concept that leadership was a composite 
and to de~emphasize the existing concept that one 
person had to have all the qualities that the Sisters 
considered defined leadership. This activity generated 
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a great deal of fun while at the same time, it was very 
effective in getting the point across. 
Summary 
Phase I was completed with the fourth cluster of 
meetings. Ideas were generated, synthesized, 
categorized, and communicated not only in written form 
but in the praxis of activities. Reflection on the 
impact of these ideas on their lives served as a source 
of learning for further refinement. The Sisters were 
able to add new ideas and discard some ineffective old 
ones. They were in the process of letting go' and 
readying themselves to 'let be.’ This portion of the 
process confirmed the belief that an element in a 
successful endeavor is a vital and reciprocal 
relationship between theory and action. 
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CHAPTER V 
PHASE II - SELECTION PROCESS 
The Catholic Church in America has been profoundly 
influenced by contemporary change. In fact, the Church 
has been experiencing a profound transition. The 
Second Vatican Council (1962-1964) was a result of the 
early stages of this transition and a triggering event 
for its later stages. The Church began to open itself 
to a world which was undergoing a dramatic 
secularization. This opening up had significant impact 
on all dimensions of Church life. This transition 
within the Church has had a dramatic effect on 
religious communities of women and men. The purposes 
of religious communities, once clear and widely 
understood, had become vague and meaningless to some in 
the midst of this transition. The structure of 
authority and the process of communication and 
decision-making within religious communities seemed no 
longer to fit the needs of the individuals within the 
community or suit the evolving work of the communities. 
Religious should be awake to the reality that what 
religious life was, was a result of the climate of the 
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era. This is a new era with a different climate; hence 
religious life should adapt itself to the new climate. 
One such adaptation that religious should accept 
is the changing concept of authority. A much-used 
phrase within the Congregation of the Sisters of Notre 
Dame was ’’that authority resides in the membership" 
(Chapter Acts, 1978). Such a concept was anathema to 
some, while others looked upon it as one of their newly 
acquired liberties. The argument in favor of the 
latter view was that by definition 'authority' is one's 
power to act or to author one's choices. However, this 
new notion did not sit too comfortably with many 
Sisters especially for those who equated legitimate 
authority, ipso facto, with the voice of God. 
Sandra Schneiders, I.H.M. (1986:17) claims that 
"It is becoming increasingly evident that it is to 
religious congregations in general and women's 
congregations in particular that the Church must look 
for the development of a completely new model of 
authority, one which will maximize the responsibility 
and creativity of every individual member in the quest 
for God and of social justice." According to 
Schneiders, the entire Church needs to find an 
evangelical model of authority, one in which coercion 
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has no more place than it did in Jesus' coll to follow 
Him.... 
Another adaptation for religious is the new 
posture of leadership. Greenleaf (1977) labelled it 
servant leadership. Sociologist Etzioni (1983) saw a 
heightened commitment to others and to shared concerns 
as an urgent need for the next generation. The leader 
should have an acute understanding of new needs and new 
opportunities. The leader should be able to spot 
people who do have the necessary creative and 
innovative skills, and then place these people where 
they can effectively inspire change. James McGregor 
Burns (1978) distinguishes two types of leadership. 
The type concerned with the day-to-day smooth running 
of an organization he calls ’transactional leadership’ 
and claims that no organization can do without this 
type. But no organization can survive for long if 
there is also lacking what Burns calls 
’transformational leadership.’ This kind of leadership 
is a response to the fact that all people have need of 
a sense of purpose, of meaning, for a vision that moves 
them to be creative in their endeavors. 
The main task of Phase II was the selection of 
leadership. There was need for re-education on the 
concepts of authority and leadership. There was also 
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need for education on the concept of discernment. To 
this end, the Ad Hoc Process Committee planned all day 
meetings to provide information for educative purposes 
as well as the cluster of meetings format of Phase I. 
The following sections of this chapter describe the 
activities of Phase II and present the data collected 
from these activities. 
Authority and Leadership 
Anticipating the task of Phase II of designing a 
process for selecting leadership as well as the actual 
selection of leadership, and being aware of the 
tensions that concepts and attitudes of authority and 
of leadership caused, the Ad Hoc Process Committee 
planned an all day meeting for the first gathering. A 
member of the Ad Hoc Process Committee gave input on 
the theme of authority and the facilitator of the Ad 
Hoc Process Committee gave input on leadership. A 
reflection period followed this input session. A 
worksheet, referred to as the '3 H's' (Hah!, Hmm..., 
Huh? - see Appendix E), was provided so that the 
Sisters could write their reactions to the 
presentations on authority and leadership. The content 
of these worksheets became the data base for the 
activity of the afternoon session. 
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The first session of the afternoon was for the 
total group - one hundred and ten Sisters. (The 
Committee accommodated two smaller groups of 
twenty-five and twenty-six from the Infirmary following 
this meeting.) The activity was to write on newsprint 
any of the 3 I s (Insights, Issues, Innovations) that 
the Sisters picked up from the lectures on authority 
and leadership. This was a spirited sharing in that 
the Sisters responded to the use of the 3 H’s and the 3 
I s in the activities. After this exchange within the 
large group, the Sisters were assigned to small groups 
of six. The psychedelic' puzzle figures with 
qualifications for leadership produced during Phase I 
were hung on the walls. These figures, the 3 I's 
newsprint and the 3 H’s worksheet provided a data base 
for synthesizing qualities of leadership. The Ad Hoc 
Process Committee shared the facilitation of the 
meeting. Each group received a worksheet with a 
stick-figure drawing on it. Actually, this exercise 
was an attempt to condense the qualities for leadership 
generated at the previous cluster of meetings in March. 
This venture, however, was not all that successful in 
condensing the number of qualities. When the groups 
worksheets were collated, the number of qualities was 
not significantly reduced. The numbers vary from seven 
to forty. 
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The last portion of the all da, gathering was 
another letter exercise - 'ESP' - election search 
process. There was purpose in the title of the 
exercise. It was to be a change agent/catalyst; change 
agent for those who held on to the notion of election 
for leadership; and catalyst for those who wanted to 
venture into a new arena for selection of leadership. 
The Ad Hoc Process Committee distributed worksheets; 
the Sisters took time to reflect; and during this 
reflection period wrote their suggestions for the 
e1ection/se1ection process. This last exercise closed 
what was termed a ’HI ESP' day. 
From the comments of the Sisters at the end of the 
meeting, this May, 1987 day was beneficial and 
affirming for the Sisters. The attendance of one 
hundred and ten Sisters showed their commitment to the 
process and their willingness to share openly with one 
another during the total group session was evidence of 
their trust in the Ad Hoc Process Committee. The 
Committee felt that the Sisters had a good sense of 
their own worth and were able to convey their beliefs 
and concerns without feeling threatened. There was a 
spirit of cooperation in a relaxed atmosphere. 
One obligation the Ad Hoc Process Committee put 
upon itself was giving feedback from the meetings to 
114 
the Province. This May, 1987 day provided a 
significant amount of data: summary of the talks on 
authority and leadership; compilation of the qualities 
of leadership; election search process papers; and 
sharings of the 3 I’s. The Ad Hoc Process Committee 
mailed the feedback from this meeting to the Sisters in 
early July, 1987. This information was important 
because it would serve as background information for 
the selection process. The members of the Ad Hoc 
Process Committe asked for volunteers to serve as a 
Selection Process Committee. They considered this a 
participative element of the Process. 
Because the Sisters incorporated the data from the 
3 I s sharing into the 'stick-figure' papers, only the 
summary of these figures is provided here. Their 
syntheses led to two tracks - team leadership and 
individual leadership. For the team concept: 
We would like to see a team consisting of people 
who : 
- are committed to a model of governance which 
recognizes the value of complementarity and 
dia 1ogue ; 
- can, with foresight, allow creative planning; 
- believe they do not have to do everything; and 
- avoid categorizing groups in the Province. 
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Who have the ability to: 
empower others and who are open to being 
empowered; 
- draw out truth on all sides of an issue and 
articulate it; 
- do future planning; and 
- delegate . 
Who will be; 
- bridge builders; 
- unifiers ; 
- initiators; 
~ good communicators/Iisteners; 
“ actively participating in the Province; and 
“ comfortable with process and participatory 
team operation. 
Who have: 
- nuturing presence; 
- integrity; 
- openness ; 
- sense of humor; 
- administrative skills; 
- vision of the future (also world-wide vision); 
- deep belief in the Ipswich Province; and 
- understanding of religious life in the Church 
today (transition - that is still evolving 
and unclear) . 
Who will: 
- encourage participation; 
- share ; and 
- have personal contact. 
The number of qualities describing an individual leader 
was too numerous to cite here. Only those receiving an 
endorsement from seven or more groups are mentioned 
be 1ow. 
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For an individual leader: 
Givens... 
prayerful 
woman of faith 
spiritual 
spirit of St.Julie 
humb1e 
A woman who is... 
caring/open/supportive (10) 
good listener (12) 
effective communicator (10) 
enabler (10) 
trusting and trustworthy (7) 
creative planner (7) 
A woman who has. . . 
sense of humor (13) 
integrity (8) 
respect/recognition for each 
Sister 
A woman who has the ability to ... 
acknowledge mistakes (12) 
keep confidentiality (11) 
share decision-making (8) 
One hundred and thirteen Sisters responded to the 
'ESP' (ejection s_earch process) worksheet. These 
worksheets provided an opportunity for the Sisters to 
write their individual concerns and/or suggestions 
regarding the selection process. The worksheets also 
provided the Selection Process Committee with 
information they were to consider as they designed a 
process. The Ad Hoc Process Committee grouped the 
responses by category for clarity. The responses 
suggested the following categories*. 
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Selection Process Commi t- t-OP 
~ what is their task? 
how will they determine the support of the 
Province? 
how are they to arrive at decisions? 
how will they communicate with the Province? 
how will they be accountable to the Province? 
it should be representative of the Province - 
age and involvment 
only Sisters who have lived in the Province at 
least ten years should be on the Committee 
Overall Process Itself 
“ keep it simple and flexible 
- keep open discussion method used so far by 
the Ad Hoc Process 
” keep grassroots level communication working 
so that no one can take over the process 
“ should be done in collaboration with entire 
Province and the Committee should be account¬ 
able to Province Administration and Assembly 
- creativity and change require step by step 
communication with Province membership 
- research styles of team leadership that 
satisfy Canon Law and the Constitutions 
- research models and present exact roles of 
each team member 
- encourage Sisters to make nominations in 
light of input received 
- make sure Committee uses 'stick figure' 
sheet information to know grassroots think¬ 
ing on qualities of leadership 
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when names have been surfaced, h 
exploring the complementarity of 
ities and styles of leading 
have a way of 
f personal- 
that the composition of the membership of 
the Province be the major factor in deter¬ 
mining the process. . .the selection process 
committee needs to be creative 
focus on capabilities not on personalities 
must be life-giving to everyone 
participatory involvement, find unique way 
to involve total Province 
avoid jargon terms; e.g., 'team' is unaccept¬ 
able to many Sisters because it goes against 
Canon Law and doesn’t work for the good of 
the whole - why do we talk about 'team' when 
the Church doesn't approve 
- hope it incorporates principles of discern¬ 
ment in a prayerful context 
- hope it can be a healing experience after 
past painful processes 
Methods of Selection/Election/Appointment 
- give advantages and disadvantages of different 
models 
- no election unless the Province is very well 
educated as to qualities and styles of 
leadership 
- if we vote, how will the question of ability 
to vote be handled - e.g. involvement in 
the process, age, infirmity 
- those not involved in the process should not 
be allowed to vote 
- something other than election which has al¬ 
ways caused division, criticism, and 
bitterness 
- we are the leavings of elections which are 
unjust, unfair, unchristian, etc. 
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fear elections because of past experiences 
give various options in writing with clear 
descriptions of how they work before choice 
size and diversity of the Province makes 
appointment preferable to voting 
prefer appointment - but if it has to be 
an election do it by age group or ministry 
so we get new life 
Suggested Models 
have Superior General name a Provincial, 
perhaps from a list of nominees 
“ would like the Province to put together 
different combinations of teams and then 
let the General Government Group choose one 
~ nominate across the Province, vote, send 
top three names to the General Government 
Group for appointment 
- maybe try a 'search team' to get new leader¬ 
ship 
- let nominees use consensual process to 
choose leadership from among themselves 
- nominatons checked for willingness to serve 
the Province; vote; and the top ten re-voted 
to get the top three; then finally the top 
one 
- surface names, evaluate, weed-out, interview 
by the General Government Group. Province 
use preferential voting to affirm final 
choice 
- In the process there should be: 
1. feedback from the entire Province to 
solicit different proposals; 
2. testing of proposals submitted 
through Province meetings; 
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3. refinement of proposals - sent in 
written form to all the members of the 
Province ; 
4. area meetings to discuss the pros and 
cons of different processes suggested; 
5 a Province agreement on the selection 
process ; 
6. elections begin only after there is 
agreement; and 
7. selection/election should take place 
after January/February 1988. 
Cone e rn s 
that this will be too much work and that we 
will fall back on past election experiences 
- that Sisters not involved in the whole Ad Hoc 
Process will want a numerical vote and there 
will be sufficient number to block any 
suggested change 
“ that the faith element will be weakened by 
the tediousness of the process 
- that for the sake of continuity we won't 
select a whole new slate; we need to stop 
re-cycling 
- that team concept will be forced upon us as 
an answer to all our problems. Present Ad¬ 
ministration proves structure of Provincial 
and Council can work. It is the people who 
are elected that matter. 
- that we get direct feedback 
- that no one will accept leadership role 
- fear that things will be canned or 
'packaged' 
- education still needed on leadership 
- education needed to begin to prepare people 
to assume administrative jobs 
121 
what is the role of the present Administration 
in formation of the process committee 
what is successful team government - are mem¬ 
bers responsible for specific areas such as 
finances, health care, etc. - does not some¬ 
one have to have the final word 
was not permission to elect only an experiment 
and the real process is appointment...this 
gives the Holy Spirit more room 
how do we change a pattern of leadership that 
has been characteristic for us 
- is not the purpose of the Ad Hoc Process to 
revise the government plan 
- not really ready for a team 
Characteristics of Next Administration 
- know who we are as Province and where we 
want to go 
- strive to serve the needs and not just the 
wishes of the members 
- future-oriented, knowledgeable of Consti¬ 
tutions 
- one team member responsible for the needs 
of the retired 
- must be willing to develop new style of 
governing and not just follow established 
patterns 
- if some are part time - they should not 
have other leadership positions 
Leadership Qualities 
- keep reasonable expectations of the new 
group 
- suggest more emphasis on qualities of mem¬ 




reasonable; not prolonged 
allow time for transition period from one 
group to the next 
move slowly and deliberately - allowing time 
for prayer and reflection 
plan ahead so that the final vote will not 
be pressured 
map it out for the various steps 
Summary 
This Input/Ref1ection Day worked much like a jury; 
the Sisters reviewed the evidence (authority and 
leadership lectures), assessed it (3 H's, 3 I’s, 
Qualities for Leadership worksheets), and ultimately 
reached a verdict (ESP worksheets). The data generated 
were plentiful, workable, and focused attention on the 
issues, concerns, and questions in creating a selection 
process for Province Leadership. 
Creative Experiences of Process 
By keeping before the Sisters of the Province the 
concept 'How do you make decisions that govern your 
lives?', the Ad Hoc Process Committee hoped to maintain 
the process of processing. The process of processing 
entailed allowing the Sisters to experience the concept 
of one step leading to or determining the next one. 
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The common previous experience had been a 
cast-in-stone, itemized procedure. The initial goal of 
the Province was to write a plan of governance: 
however, because the Leadership Group's term of office 
was to terminate during the Ad Hoc Process, the 
Committee planned to utilize selection of new 
leadership as another experience of process. 
Twenty-four Sisters answered the second call for 
volunteers to work as a Selection Process Committee. 
The actual working group consisted of eighteen Sisters. 
This group met after the Input/Reflection Day on 
Authority and Leadership to determine a strategy for 
designing a selection process. They examined and 
studied the data from Qualities of Leadership, the 
'ESP' election search papers, and the results of the 
insights from talks on authority and leadership. The 
Selection Process Committee addressed the following 
questions: (1) What is this material telling us?, (2) 
What questions need to be answered?, and (3) What tasks 
need to be accomplished?. 
To the question 'What is this material telling 
us?', the Selection Process Committee found that there 
was a need fori communication on all levels; a good 
discernment process; focusing on qualifications rather 
than on personalities; education on different types of 
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processes; and healing. The data suggested that there 
was concern that: it not be political; there was 
fear/distrust: there was a bias toward discernment. 
From the data gathered from the 'ESP' worksheets, it 
was clear to the Selection Process Committee that there 
was dissatisfaction with past models for selection. 
With this information the Committee discovered 
questions that needed to be addressed. These questions 
centered chiefly around communication, accountability, 
and decision-making. One important issue under 
communication was How do we communicate that this 
selection process is a piece of the Ad Hoc Process?' 
The Selection Process Committee defined accountability 
as being two-way: the committee was accountable to the 
Sisters of the Province and the Sisters were 
accountable to one another to participate. The 
decision-making process posed a dilemma - 'How would 
they decide to decide?' 
The data from the activities of the day on 
Authority and Leadership provided much information with 
which to work in researching a selection process for 
leadership. The Selection Process Committee deciphered 
several tasks from the data of the 'ESP' activity but 
prioritized the following! educate to different models 
of selection and models of leadership styles; research 
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Province history of selection/election; plan for 
transition; and 'market' the process. 
The Selection Process Committee, after discussion 
and reflection, planned their strategy. It included: 
(1) investigating methods of selection of other 
Provinces of the Congregation of the Sisters of Notre 
Dame and of other Congregations; (2) input during the 
Julie Renewal Week; and (3) researching the Province's 
history (1973-present) relative to selection processes. 
Their plans included having a rough draft of a process 
ready for the September cluster of meetings. The 
Selection Process Committee would further refine the 
feedback from these meetings and a final draft would be 
ready to be presented as a proposal to the Province 
Assembly in the Fall for approval. 
Province Julie Renewal Week 
Although the Julie Renewal Week was not part of 
the Ad Hoc Process, it is included because it involved 
some Ad Hoc agenda and it spurred revitalization in the 
Province. The Ipswich Province, through its Life 
Development Office, sponsored programs of renewal 
and/or education for the Sisters during the summer 
weeks. The nature of the Summer Program for 1987 was 
tailored to meet the needs of the time. Recall that at 
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the beginning of the Ad Hoc Process, the Superior 
General challenged the Ipswich Province to renewal. 
Recall also that it was the Province Leadership who 
introduced the proposal for the writing of a governance 
plan. Yet another item for recall, the Sisters of the 
Ipswich Province had never experienced celebrating 
themselves for any reason. These realities were 
perhaps the unintentional fragments that became a very 
positive, life-giving, futuring 'whole' in the 
Province . 
The Provincial (leader of the Province) announced 
to the Province early during her second term in Office, 
that the Summer Program would take the form of a Julie 
Renewal Week for the entire Province. It would be a 
time for reflection/renewal of their heritage as 
Sisters of Notre Dame and a celebration of their being 
twenty-five years in Ipswich (The Provincial 
headquarters was transferred from Waltham to Ipswich in 
1962). The Province Leadership asked the Ad Hoc 
Process Committee to utilize a portion of the week. 
This eventually proved to be another fortuitous 
cir cums tance . 
Throughout the Ad Hoc Process meetings there was 
constant concern expressed in the written feedback from 
the Sisters that there would be education for the new 
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concepts of authority, leadersh^n q„,j y, .Leadership, and governance. The 
written suggestions on the 'ESP' election sesrch papers 
indicated that the Sisters were not satisfied with past 
processes of election of leadership and were open and 
eager to explore new avenues. When scrutinized, the 
data showed evidence of the 'tug of war' between 
hierarchical versus horizontal structure and between 
team versus provincial/councillors leadership style. 
The data also verified comments heard from the Sisters 
as they shared their insights at small group and total 
group gatherings. To this end, lectures were planned 
for the Julie Renewal Week on the topics of discernment 
as an aspect of shared wisdom, styles of leadership, 
and structures for leadership. 
The lectures on Discernment:Shared Wisdom were 
given by a very dynamic Benedictine Sister. Her 
presentation detailed a method of selection of 
leadership and literally captivated the Sisters, young 
and not so young. Actually, the Sisters were alive to 
the sound of discernment. In retrospect, it was not 
the intention of the Ad Hoc Process Committee to 
persuade toward a discernment process, rather it was 
merely to expose another method of selection. The 
presenter of the lecture on Structure for Leadership 
practiced a participative structure by having the 
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Sisters project fro. their own experience one-year and 
three-year goals for the Province. These goals were 
compiled and distributed for sharing and reflection. 
The main thrust of the Styles of Leadership was sharing 
the experience of team leadership. All sessions were 
favorably received and a spirit of comraderie was very 
much in evidence. But this sense of togetherness, 
willingness, and overall good feeling had been growing 
throughout the many meetings of the Ad Hoc Process. 
The Selection Process Committee met during the 
Julie Renewal Week and found that they had to adjust 
their strategy somewhat. Because there seemed to be 
support for a discernment process for selection of 
leadership, it was decided to test for support in 
developing such a process. It was agreed that a 
questionnaire would be distributed to the Sisters 
asking! (1) whether or not they wanted a discernment 
process designed; and (2) the reasons for their 
answers. 
The Committee saw the experiences of past members 
of Province leadership as part of the Province s 
history of elections as vital to the search. And so, 
every member was contacted and asked to reflect on the 
following questions! (1) What in the process by which 
you were chosen for Province leadership was helpful to 
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you as you went through the process? (2) What in the 
process empowered you to assume your responsibilities 
as leader? and (3) What did you learn from your 
experience(s) that you think would be helpful to know 
as a new process is designed? A meeting during their 
working weekend a month later was scheduled to share 
these reflections. For those members not able to 
attend the meeting, a written response was requested. 
The Ad Hoc Process Committee asked the Selection 
Process Committee to share their observations of and 
reactions to the concept that was taking the Province 
by storm, the discernment model. Their sharings 
reflected a sense of readiness, urgency and enthusiasm, 
and willingness to risk. To some, there was the 
challenge to capitalize on the Superior General's 
invitation to create a model for the Congregation, 
while to others it was painful. . .because it was not 
predictable . . . since it had not been done before. There 
was caution that only one half of the Sisters heard 
what was said and that only half of those understood. 
The Ad Hoc Process Committee had some concern for those 
Sisters who had not been part of the Process and/or 
Renewal Week. Some Sisters in conversation and at the 
meetings expressed concern that those not present might 
hinder the movement of the Province. Some Sisters felt 
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that tha week provided the opportunity to model real 
community and saw a challenge to keep up the momentum. 
The Selection Process Committee spoke o£ experiences of 
healing, conversion, and openness to the Spirit. These 
sharings conveyed a quiet kind of revolution - a 
turning around. 
Summary 
In Chapter IV reference was made to symbols. And 
a symbol is any reality that by its dynamism leads to 
another deeper reality through sharing. This Julie 
Renewal Week had many such symbols that had shared 
meanings. Sisters identified with the ’St. Julie’ of 
the conferences given by a former Superior General; 
they were aware of their bondedness during Liturgy, 
prayer services, and the celebrating ourselves' night. 
Especially significant in producing a feeling of 
bonding, of shared memories, was the daily remembrance 
by name of those Sisters who had toiled during the heat 
of the day and were enjoying their eternal reward. 
This week sparked a new vitality within the 
Province. The definition of governance used throughout 
the Ad Hoc Process included decision-making. 
Decision-making includes choices. The Sisters were 
aware that there were choices that could be made. The 
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hope was for a vitality marked by the coherence and 
integration of these choices and the resulting plan of 
governance. 
S_e lection Process Committee Mp^tines 
The best laid plans must be open to change. The 
Selection Process Committee found this to be the case. 
When the Committee met in July, they expected to have 
to research several methods of selection. However, the 
input on discernment as a model for selection during 
the Julie Renewal Week short-circuited that 
expectation. This was not cause for concern since the 
Committee was excited about it also. 
The Selection Process Committee met for a weekend 
in August. The Committee collated the results of the 
July questionnaire relative to the Selection Process 
Methodolgy. The questionnaire was an attempt to 
ascertain how many Sisters were in favor of using a 
discernment model for selection of leadership similar 
to the model presented during Julie Renewal Week. 
One hundred and ninety-four Sisters responded to 
the questionnaire: one hundred and seventy-eight 
favored a discernment process; nine Sisters were 
uncertain; and seven Sisters indicated they did not 
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want a discernment process. Forty respondents gave no 
reason for their support for a discernment model. One 
hundred and thirty-eight respondents supported their 
opinion with one or more reasons. Of the reasons 
given, the six reasons that were stated most frequently 
were (numbers in parentheses indicate the number of 
Sisters stating the reason); 
believe the Spirit can truly work in a process of 
discernment (38) 
- this process is not political; it is charitable 
and we desperately need a new process (24) 
- this process can lead us to life, trust, peace, 
openness, and honesty with each other (19) 
- believe we are ready to move in this direction 
(14) 
- this process encourages participation by Pro¬ 
vince members (13) 
- this process affirms the belief that we each 
have a piece of the wisdom (12) 
The respondents who were uncertain of the process 
offered for reasons of uncertainty: 
- the need for more information and clearer 
explanation (4) 
- the process would have to be adapted and looked at 
in stages (3) 
- that its validity be checked (3) 
Six of the seven Sisters who did not favor a 
discernment process gave reasons for their choice. 
Three Sisters claimed that the size of the Province was 
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validity of too large and two Sisters questioned the 
such a process for selecting leadership. The validity 
aspect was centered around an article in the magazine 
Review for Religious (May-June, 1987) by Richard Hill, 
S.J.. Actually, the article was concerned with 
consensus as a means of selection of leadership not 
discernment. And discernment is not a process of 
choice. This discrepancy was pointed out to the 
Sisters, yet some did not accept the distinction. 
It is not an exaggeration to say that the Julie 
Renewal Week was catalytic in its effects on the 
Sisters of the Province. It set in motion much 
initiative and cooperation. Proof of this was the fact 
that one hundred and twenty-five Sisters participated 
in the Structure for Leadership lecture. The presenter 
asked the Sisters to project goals they would like the 
Province to have achieved in one year and in three 
years. These goals were compiled for a report to the 
Province and for use by the Selection Process 
Committee. In synthesis, the goals reflected their 
hopes for new leadership, a plan of governance, 
prioritized apostolates, and adequate use of resources. 
Their goals envisioned a unity through participation, 
community through sharing, and journeying through 
openness to the Spirit. Interestingly enough, the 
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three year goals projected closure to such issues as 
property (selling and sharing), schools (closing and 
consolidating), and retirement (preparing and 
maintaining). There was overlap between the one-year 
and the three-year goals. 
Reflection_of_Past and Present Leadership 
Part of this weekend meeting of the Selection 
Process Committee was given to sharing with members of 
past leadership groups according to the initial plan. 
Sisters from past administrations were there in person, 
two Sisters were represented in writing. The 
spontaneity of the Sisters and the pieces of wisdom 
shared created an atmosphere that was both open and 
comfortable. Each Sister spoke her reflections on the 
questions that had been given to her in June. These 
reflections showed that the Sisters felt that the call 
to leadership was God's will and they experienced 
support in dialoguing with Sisters prior to acceptance 
of leadership. One aspect of the past two selection 
processes was a meeting between the already elected 
Provincial and the possible candidates for councillor. 
The present and the former Provincials expressed their 
approval of this kind of meeting. This allowed for the 
sharing of strengths and weaknesses which could ensure 
complementarity among the leadership group. Pertinent 
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issues that surfaced were; (1) whether there should be 
full-time Councillor positions (some councillors felt 
there was stress for those Sisters who also had a full 
time apostolate) and (2) that the degree of support 
from the Sisters be known by the candidate before 
selection (this would allow the candidate to withdraw 
if necessary, or feel confident in remaining in the 
process.) 
The 1982 election process afforded the Sisters the 
opportunity to share ideas and concerns with the 
candidates. One Provincial found this helpful because 
it provided for others' perceptions of herself, both 
positive and negative. Especially helpful for the 1982 
election was the 'support paper' which was another way 
to check one's eligibility. Words of advice and of 
caution were given by both past and present leaders of 
the Province. Their counsel included the following: 
Whatever the 'process', own it from the beginning; set 
the process in motion as soon as possible; keep lines 
of communication open among Selection Process 
Committee, Province, and nominees; and design so as to 
forestall political attitudes. In looking for a 
description for this meeting, it would be openness. 
This only served to lighten the burden of designing a 
selection process. 
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Process Ad iustment 
As stated at the beginning of this section, plans 
must be open to change. Change seems to be the 
operative word. The Selection Process Committee had to 
adjust its sights before returning to the drawing 
board. The process was developed along a monthly 
schematic design. The rough draft was presented at the 
September cluster of meetings for sharing, reflection, 
and feedback. The ultimate goal was to have the 
selection process ready for the Province Assembly in 
October . 
Influenced by the data from the May meetings and 
the oulie Renewal Week, the Selection Process Committee 
saw the need for: a Mission Statement - this was 
precipitated by the fact that Sisters felt they should 
set a direction for the leadership group; some goals 
that would flow from the Mission Statement; and a final 
narrowing of qualities for leadership - knowing the 
direction and the goals of the Province. These tasks 
were to be accomplished in the following ways: 
November - 1987 Mission Statement 
This statement would be written from data 
generated at all previous meetings using the 
Focus Statement as the skeletal outline. The 
writers were to be those Sisters who wrote the 
Focus Statement and those Sisters from the 
Apostolic Priorities Committee. 
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^gember - i28i Individual Reflection Time 
This time was provided to prayerfully focus 
Mission Statement. on the 
—-nuary. - 1988 Discernment Education Day 
Needs Assessment 
Province Goals 
The Mission Statement warranted specific goals. 
ternary - 19 8 8 Selection of Province Goals 
and Qualities of Leadership 
A narrowing of qualities would be necessary be- 
cause the Mission Statement would set a direction 
and identify goals which in turn, would give 
specific dimensions for the new leadership. 
Summa r y 
Perhaps it may be concluded that the meetings of 
the Selection Process Committee provided a shared Notre 
Dame culture that held on tightly to the past even as 
it reached out to the future. There was no doubt that 
the Committee respected the methods of selection of 
yesteryear and realized the accomplishments of past 
leadership. But, with a spirit of tomorrow, they 
plunged into utilizing the wisdom of the Sisters and 
designed a tentative selection process. The tentative 
nature of the process only served to show the sincerity 
of the Committee to build with the designers in mind. 
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Presentation—of_Selection Process 
To discern or not to discern was not the dilemma 
for the Ipswich Province. The Sisters were very eager 
to follow this path prior to decision-making. The 
fifth cluster of meetings put the Ad Hoc Process on the 
threshold of a new way of doing things. Each Sister 
received a personal invitation to the September cluster 
of meetings. It conveyed the message that her input 
and creativity would be needed to complete the design 
of the selection process for its presentation at the 
Province Assembly in October. The response to this 
individual invitation was overwhelming. Two hundred 
and thirty-five Sisters participated in the shaping of 
the selection process. In fairness to those Sisters 
who were not present, their reasons were either 
distance (out of State) and/or infirmities. It was 
another instance of a shared Notre Dame culture. 
Time Line/Review Time 
The time line presented at this cluster of 
meetings showed where the Sisters had been and what 
they had accomplished since March, 1986. At the same 
time, it gave a preview of where the Ad Hoc Process 
hoped to be and what it hoped to have accomplished by 
March, 1988. Throughout several of the past meetings. 
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or concern among the 
some concepts posed questions and/ 
Sisters. These concepts were discernment, consensus, 
governance, and process. The Ad Hoc Process Committee 
scheduled a definition-review time into the meetings. 
Since the Julie Renewal Week and with talk of a 
discernment process for selection, the concept of 
facilitator was challenged. In order to set at ease 
anyone who was having difficulty with this, the 
facilitator of the Ad Hoc Process gave an explanation 
of the role of a facilitator. At this time, the 
Sisters were reminded by the facilitator that there was 
a facilitator already in place as a member of the Ad 
Hoc Process Committee. 
The facilitator of the Ad Hoc Process Committee 
presented the monthly schematic design of the Selection 
Process to the Sisters. Following this, worksheets 
entitled: NEMO I to the Ad Hoc Selection Process 
Comrnittee . . . and RE : the facilitator were given to the 
Sisters by the Ad Hoc Process Committee (See Appendix 
F). Ideas, issues, suggestions, and reservations were 
to be written on the worksheets for later sharing. 
After the period of reflection, the Sisters met in 
groups of six to eight. A different scheme, known only 
to the Ad Hoc Process Committee, maintained a 
heterogeneous nature of grouping throughout all 
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meetings. These schemes actually became a conversation 
piece prior to the grouping. 
The recorder for each group had a different color 
MEMO sheet. The task was to come to consensus 
regarding their thoughts of the Selection Process and 
of the facilitator. There were thirty-four groups in 
all for the four meetings. 
Patticipation was essential to the Ad Hoc Process, 
yet the Committee was aware that not all had 
participated. To this end, the Ad Hoc Process 
Committee tested at the September cluster of meetings 
the idea of providing 'catch-up' meetings for those who 
were not able to participate thus far. They scheduled 
four such meetings in four different locations. 
The Ad Hoc Committee met for a weekend in October 
and collated the data from the 'MEMO' papers from the 
September cluster. This synthesis indicated that the 
Sisters accepted the Selection Process with only minor 
adjustments. Comments and/or suggestions made in 
reference to a particular aspect of the Selection 
Process follow: 
-’Catch-up' Meetings 
The Sisters were in agreement that a catch-up 
time be provided but did not want those not 
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participating to slow down the process . 
November . . . . Developing a Mission Statement 
There was strong agreement to writing a Mission 
Statement for the Province, and emphasis that it 
should be a statement for three to five years. 
An appendage to this agreement was that realistic 
data be used and that the issue of maintenance 
and futuring be given its proper priority. One 
of the realities that surfaced constantly was 
the reality of our aging/retired Sisters and 
the need to anticipate the needs of the future. 
The suggestion that the Mission Statement be 
written by the Focus Statement and the Apostolic 
Priorities Committees was received favorably. A 
good sign of active participation was evident 
because Sisters asked that a draft of the Mission 
Statement be available before the next cluster 
of meetings so that they would be prepared to 
work on it. 
December.... Individual Reflection Period 
A ref1ection/action posture was not a new one 
for the Sisters of Notre Dame. It was part of 
the heritage of their Foundress, St. Julie. It 
was not surprising that they readily accepted 
December as an individual reflection period and 
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they saw it as an opportunity to focus prayer 
and reading toward the concept of discernment, 
and the formulation of goals that would set the 
direction for the new leadership as they (Lead¬ 
ership and Followership) actualized the Mission 
Statement . 
January. Discernment Education Day 
Although it has always been a mode of awareness 
of one’s relationship with God, the degree of 
discernment experienced was not the same for all 
the Sisters. The idea of a discernment education 
day was acceptable to the Sisters. 
February. . . . Discernment for Province Goals and 
Final Selection of Leadership Qual¬ 
ities 
The synthesis for this piece of the Selection 
Process design showed that the Sisters antici¬ 
pated two to five specific goals flowing from the 
Mission Statement setting the direction for the 
future. There were requests for continued use of 
small group and large group methods of sharing so 
that all could 'share their wisdom.' Comments on 
the final selection of qualities for leadership 
were minimal for this had been a much-used sub 
ject for reflection. The general comment was 
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refine do not resurface qualities. 
t!a_rch . Discernment for Province Leadership 
The actual plan for this last portion of the 
Selection Process was not available. It was to 
be left to the facilitator. This gave rise to 
some questions! How would all participate in 
the process? ; Was the size of the Province too 
large? ; How would the Sisters at the Infirmary 
be included?' The Sisters expressed the need to 
have! the final steps of the process clarified; 
the structure of prayer more radical and in¬ 
tense during discernment days; the Province own 
the final decision. The written and the verbal 
data gave assent to the Selection Process. 
The Sisters reached agreement about the 
facilitator easily. All groups affirmed the present 
facilitator and gave her carte blanche in designing 
the final discernment section of the process. 
Summary 
This September cluster of meetings was a display 
of affirmation, dialogue, reflection, and sharing. The 
Selection Process Committee presented the work of the 
process thus far for dialogue, reflection, and 
feedback. The Sisters had the opportunity to share 
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their 'piece of wisdom' via MEMO worksheets. The 
personal invitation and 'catch-up' sessions assured 
them that they were a necessary part of the process. 
In a sense, this cluster served as a model for 
pro-action rather than re-action. It modelled the 
integration of processes - the process of renewal, the 
process of selection of new leadership, and the process 
of governance . 
Selection Process Presented to the Assembly 
A prime reason the Selection Process Committee 
anticipated the Province Assembly was to test the risk 
factor of the Ipswich Province. The designers of the 
Selection Process posed questions regarding direction 
and goals, focused attention on qualities for 
leadership, and provided insights for discernment. 
These insights provided a new horizon for understanding 
the evolution of innovation within the Province. 
Less-Travelled Way 
At this point in the Ad Hoc Process, the Sisters 
of the Ipswich Province had come to a fork in the road. 
Approximately 92 percent of the Sisters responding to 
the July Questionnaire on using a discernment process 
for selecting new leadership had chosen to follow what 
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for them was the 1ess-trave11ed way - the way of 
discernment. For many Sisters it was a way encouraged 
by Vatican Council II, the Constitutions of the 
Congregation, and the collaborative nature of the world 
around them. Some Sisters believed that choosing 
discernment gave clear evidence of the profound renewal 
taking place in the Province. 
Kev to Discernment 
As a result of the education on discernment, the 
Sisters achieved another level of cultural integration. 
They permitted an old symbol to develop additional 
meaning. A shared meaning for the Sisters of Notre 
Dame was that the Congregation of Notre Dame was 
founded by a woman who knew how to believe. and who 
encouraged in her Sisters a liberty of spirit. 
Discernment seemed to many to be another expression of 
this shared meaning. Sisters saw the way of 
discernment as based on belief in God s promise of the 
Spirit and as the Spirit giving to each Sister insights 
and knowledge that need to be shared with all. Through 
this, the Will of God could be discovered. The key 
faith reality was their shared belief that together, 
they could discover the Will of God. 
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Implications of Choice 
The implications of their choice of the way of 
discernment were critical, demanding profound faith 
that God would lead them down this 1 ess-1rave11ed road. 
Theirs was a choice of communal discernment, and 
according to Mary Benet McKinney, O.S.B. (1987:53), 
There is nothing magical or miraculous about 
communal discernment. First of all, it is 
hard work. It takes all we have to give it, 
intellectually, emotionally, spiritually, and 
even physically in terms of endurance. It 
calls for a great amount of humility and 
simplicity of heart, a willingness to struggle 
with oneself and with one another, and, perhaps 
most importantly, a willingness to grow on the 
part of everyone involved. 
Moreover, the reality of the Ipswich Province 
would call for different levels of participation: for 
some, full, active participation through presence and 
prayer; for others, full participation through 
sacrifice and prayer. The Sisters were very conscious 
of this unity among themselves and were most sincere in 
their desire to bring a richness not only to their own 
Province but to the Congregation. 
Proposed Selection Process 
The refined draft of the Selection Process was 
submitted at the October Assembly for affirmation, 
outline follows: 
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I. A Mission Statement to be developed at the 
November Cluster of meetings. 
II. December would be a personal reflection time 
on the Mission Statement. 
II. A Discernment Education Day in January, 1988 
would explain and clarify the meaning of dis¬ 
cernment . 
Formulation of three to five goals for the 
Province on February 6, 1988. 
Qualities for Leadership aligned with new 
goals to be surfaced at the February cluster 
of me e ting s. 
oelection of Leadership during four days of 
discernment in March. 
The following elements would be part of the 
design: 
- prayer and silence 
- reflection: personal, small group, large 
group 
- surfacing names 
- affirmation of discernment via election to 
satisfy existing section of the government 
plan 
Reaction to the Proposal 
Percentage is an index of acceptance or of 
rejection. Fifteen members of the Assembly responded 
to the Proposal. This number constituted 18 percent of 
the Assembly which left 82 percent who felt no need or 
did not want to respond. The chief concern expressed 
at the Assembly was the timing. Several Sisters felt 
it was too short a time line for a discernment process, 
while others counteracted that the present degree of 
involvement via the Ad Hoc Process cancelled this 
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concern. One respondent had difficulty with ’setting 
goals for the Province.’ Several respondents asked for 
trust and openness and reminded the Assembly of the 
good experience of the last two years of the Ad Hoc 
Process. There continued to be an element of concern 
regarding the facilitator and how the facilitator would 
handle any tensions arising with the process and/or the 
numbers involved. The absence of the format for the 
actual process for selection of persons generated 
concern and a certain amount of fear. 
From these expressed concerns Sisters made several 
suggestions. These included: (1) build in a method to 
diffuse any bitterness or resentment that might arise; 
(2) the feasibility of additional facilitators for 
consultation should tension or heat be generated; and 
(3) who would choose additional facilitators? In 
responding to these, the Assembly determined that the 
Selection Process for New Leadership would be accepted 
as presented and left the design of the final format to 
the facilitator of the Ad Hoc Process; that the final 
format would allow for some method to diffuse any 
bitterness or resentment arising; and that the 
facilitator would be free to choose additional 
assistance should the need arise. 
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Summary 
A task the Selection Process Committee gave itself 
before designing the process was to ’market1 the 
process. The 'marketing' had to be successful if only 
18 percent of the Assembly members had reason to 
comment. It must be noted however, that the comments 
were mostly preventive in nature rather than critical 
m substance. Affirmation of the Selection Process by 
the Assembly occurred within a positive, receptive 
atmosphere. This affirmation, in turn, served to 
affirm the Assembly in its decision-making power. This 
decision of the Assembly set the Province on the 
less-travelled way. 
Mission Statement 
One view suggests that an organization in change 
is focusing a future. Focusing a future demands 
strategic planning since this kind of planning not only 
plans for the future, it helps to create that future. 
In planning for the future, organizations need to 
address questions or issues pertaining to mission, 
structure, power and resources. Although all issues 
are vital, mission is strategic since it will strongly 
determine leadership. Mission questions are not more 
important than the others; they are, however, the first 
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questions to be asked. 
Process was to write a 
The first step of the Selection 
Province Mission Statement. 
Definition of—a Mission Statement 
Nancy Conway, CSJ (1984:28) defines a Mission 
Statement as "a succinct, public statement that sets 
forth the unique contribution that the group is trying 
to deliver. It centers the group in the richness of 
the past and gives meaning to that history by saying, 
Here is where we are going with what has been given 
us. This definition served as a base for the writing 
of the mission statement. 
Design of a Mission Statement 
The Ipswich Province had accepted the suggestion 
that the members of the Focus Statement and the 
Apostolic Priorities Committees would write the Mission 
Statement. Eight Sisters were able to meet in October, 
1987 to perform this task. The Focus Statement which 
had already been accepted by the Province was to serve 
as the skeletal outline for the Mission Statement. The 
writing group used Nancy Conway's design as a pattern. 
She suggests that all helpful mission statements have 
some things in common and identifies seven elements. 
The task of writing a mission statement was 
accomplished by the group in a day's time. It was then 
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sent to the Sisters of the Province for their 
reflection and preparation for refining it during the 
sixth cluster of meetings in November, 1987. 
Pattern of a Mission Statement 
The first item on the agenda of the meetings of 
the sixth cluster was a description of the development 
of a mission statement. This description was based 
upon Nancy Conway’s (1984:29) suggestion that mission 
statements have seven elements in common. These seven 
elements are: 
1. a statement of the reason the group exists; 
2. some reference to the groups roots; 
3. identification of distinctive features of the 
group; 
4. description of qualities of the service that the 
group is committed to offer; 
5. a focus on the future direction the group has 
chosen; 
6. identification of specific 'consumers,' those the 
group has chosen to work with or to serve; and 
7. the use of key words that carry a particular 
wealth of meaning for members of the group. 
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Mission—Statement_~ Matching the Pattern 
Two hundred and eighteen Sisters attended this 
cluster of meetings. This attendance was indicative of 
the Sisters interest and concern regarding the Mission 
Statement for the Province. Each Sister received a 
Mission Statement worksheet and was asked by the 
facilitator of the Ad Hoc Process Committee to study 
the Mission Statement to see if she could identify the 
seven elements described during the first portion of 
the meeting. The activity consisted in writing the 
concept(s) portrayed in the Mission Statement, under 
the appropriate heading on the worksheet. There was a 
Comment s section on the worksheet in the event 
questions and/or comments were forthcoming. After 
individual reflection, the Sisters worked in groups of 
six to ten. In these groups the Sisters shared their 
reflections and reached consensus regarding the reasons 
the group could endorse the Mission Statement as 
written and/or the ideas or concepts the group felt 
should be added to or deleted from the Mission 
Statement. The Ad Hoc Process Committee collected the 
reports from the small groups for collating. 
Following this activity, there was a large group 
sharing in which the Sisters answered the questions: 
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Did you find limiting factors?'; 'What was 
life-giving?'; 'What was challenging?'; and 'What was 
lacking? ' . 
Mission Statement Feedback 
There were thirty-four groups in the four 
meetings. Fourteen of these groups supported the 
Mission Statement as written and twenty groups offered 
ideas for revision. The number in parentheses after 
each statement refers to the number of groups making 
that comment. Only the top seven reasons are 
presented. 
Groups offered the following comments in response 
to the statement: "in light of our individual 
reflection and our group discussion, we are able to 
endorse the Mission Statement as written. The 
following is a summary of the reasons leading us to 
this decision*." 
- the statement has all seven elements (11); 
- the statement is simple, clear, concise (9); 
- the statement is to be carried out in Spirit; i.e. 
women of prayer, living the Gospel in 
Community (7); 
- we support calling one another to parti¬ 
cipate (6); 
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the statement is realistic (6); 
the statement reverences our roots, wants us to 
build tomorrow on the past, exploring viable 
ways to serve those most in need (4); and 
- the statement encompasses the idea of apostolic 
women in the Church (4). 
In response to the statement: "in light of our 
individual reflection and our group discussion, we feel 
the following ideas or concepts need to be added,"the 
groups offered the following: 
- a specific method of education (11); 
- content of second paragraph problematic (6); 
- who are most in need...? what are we offering...? 
who are the consumers...? (10); 
- emphasis on what we have rather than on dwindling 
resources ; 
- collaboration with other Notre Dame Provinces and 
lay people (6)", and 
- charism of St. Julie — Goodness of God (4). 
Immediately following the November cluster, the Ad 
Hoc Process Committee met to read all the reports from 
the thirty-four groups. They were aware that it would 
be impossible to write a Mission Statement that all 
could endorse wholeheartedly. For one thing, there 
155 
would be the perennial challenge of acceptable 
terminology. Revising the revision of the revision 
could go on indefinitely.... The writers attempted to 
honor the input of the Sisters. Each member of the 
writing committee was contacted by a member of the Ad 
Hoc Process Committee for approval and/or concerns 
regarding the revised version. The revised version was 
ready for the Province by December 2, 1987. 
Endorsement of the Mission Statement 
The Mission Statement of the Province was a very 
important piece in the Ad Hoc Process for the selection 
of leadership. It needed the endorsement of the 
Sisters of the Province. The Ad Hoc Process Committee 
sent a mailing to the Sisters that included a copy of 
the revised version of the Mission Statement, a summary 
of the comments on the Mission Statement from the 
November cluster, a form for endorsement (see Appendix 
G), and a few words of explanation. The cover letter 
reminded the Sisters that the Mission Statement should 
be read in light of the Constitutions. It did not 
replace it; rather it highlighted a particular focus, a 
direction for the next few years. The letter included 
another reminder: the Mission Statement was written 
from their input, from what they had said was important 
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in setting the direction for the Province for the next 
three years. 
Endorsement Response 
The prompt response and the number of Sisters 
responding were indicators of the spirit of cooperation 
of the Sisters of the Ipswich Province. Two hundred 
and forty-seven Sisters returned the endorsement forms 
to the Ad Hoc Process Committee. Two hundred and 
forty-one Sisters indicated some degree of support. 
The endorsement form allowed the Sisters three ways of 
responding: (1) I can endorse the Mission Statement as 
written; (2) I can live with this Mission Statement 
even though it is not exactly what I prefer; and (3) I 
can in no way endorse this Mission Statement. 
One hundred and three endorsements had no 
comments. Forty-four endorsements carried comments of 
gratitude and of a job well done. Twenty endorsements 
carried a variety of comments from statements like It 
incorporates input from the Province", "The focus on 
our call, the needs of the world and our personal 
response make up a clear Mission Statement , It is 
realistic, well thought out, reflective of Notre Dame 
aspirations" to the "English is redundant." Overall, 
the comments were more reflective than corrective. 
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Seventy-one respondents indicated that they could 
live with the Mission Statement. Thirty-four of these 
responses had either no comments or comments of 
gratitude. The remainder of the responses carried some 
very specific preferences. Several Sisters expressed 
concern that dwindling resources'' conveyed a negative 
attitude and that the concept of education should 
retain its place of tradition in the Congregation. One 
respondent felt that the Statement was still somewhat 
inward-looking, and another felt that the Sisters did 
not need a Province Mission Statement, the Notre Dame 
mission statement was enough. Statements ran the gamut 
from very idealistic to depressing; from too vague to 
needs to be more dynamic and challenging. Overall, the 
statements were more positive than negative, more 
descriptive than critical. 
Four respondents could not endorse the Mission 
Statement. The comments accompanying these 
non-endorsements were from Sisters who had travelled 
with the Ad Hoc Process. These comments spoke to the 
Mission Statement's vagueness, weakness, and negative 
theme (dwindling resources). They felt that the 
Statement was disappointing; that the effort and input 
of the Ad Hoc Process sessions were not considered, and 
that it was not specific to the Ipswich Province. Two 
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respondents endorsed the Mission Statement partially. 
These found the Mission Statement neither strong nor 
inspirational enough, and saw the focus on "dwindling 
resources and mandate" as negative. One respondent 
felt that there was too great an emphasis on "what we 
do rather than on who we are. The responses 
included two abstentions. One abstention commented 
that the Constitutions of the Sisters of Notre Dame in 
the Chapters on Mission and Mission Directives suggest 
a challenging method for Sisters of Notre Dame to live 
mission. 
Orienting the Mission Statement 
The Mission Statement was a dimension of action 
planning which is a decision-making tool. This was the 
idea behind the formulation of the Mission Statement. 
The final portion of the first half of these meetings 
was an effort to capture spontaneous reactions to the 
Mission Statement. This activity was 'tagged' on 
newsprint so that the Sisters could see as well as hear 
how others were reacting. The Sisters in the total 
group were asked to respond to several questions, What 
is challenging?’, ’What is exciting?’, and 'Do you have 
comments or concerns?’ "To search creatively for 
viable ways to serve those most in need", "awareness of 
the ever expanding needs of the world , we call one 
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another...nurtures responsibility", "and our 
Constitutions mandate ... bonds us with the whole 
Congregation" were cited as the challenging concepts. 
The manner in which Sisters expressed "living the 
mission of Jesus...as apostolic women...in the spirit 
of St. Julie showed tangible evidence of excitement. 
Semantics can be a spector to any form of 
communication. The Mission Statement was no exception. 
Sisters saw dwindling personnel and resources' and 
"mandate" as negative. Some found fault with "those 
most in need" (Who were they?); and "established 
apostolic priorities" (This is limiting). Some were 
weary of the phrase "we call one another" and others 
voiced a need to read "the goodness of God." 
Realistic Dreaming 
The human mind holds the keys to memory and hope. 
From hopes spring dreams. The hope behind the Mission 
Statement was that it would be pro-active. The Ad Hoc 
Process Committee planned a 'realistic dreaming 
session for the final portion of these meetings. This 
dreaming was for three years hence. The dreams were 
’tagged' on newsprint for all to see and ponder. If 
the adage that repetition ensures strength and strength 
guarantees support is true, then several dreams had 
support . 
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The dream to have established apostolic priorities 
was repeated at all four meetings of this cluster. 
Collaboration in ministries with the other Notre Dame 
Provinces in the United States, an actualized 
participative form of government, and a creative 
attitude about retirement and retirement needs were 
recurring dreams. Each of the meetings seemed to be a 
replay for such dreams as being a vital part of the 
Church and the Notre Dame Community. Some dreamers 
continued to see the educational apostolate as being in 
the classroom, while other dreamers pleaded for support 
in non-classroom apostolates. One dream was to let go 
of the nightmare of twenty-six years of introspection. 
The ’dream at risk' was to be ready to write another 
Mission Statement. 
Summa r y 
The Ad Hoc Process Committee supported the 
strategy that a Mission Statement would be acceptable 
to the majority of members if and only if it was built 
upon ideas that came from the membership. One purpose 
of a Mission Statement is to focus on a future 
direction and identify specific consumers. This is a 
difficult undertaking since affirming one future 
direction in and of itself denies others — but that is 
reality. And herein lies the risk. 
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The tasks of this cluster of meetings were for 
Sisters to share reflections and to articulate concerns 
with one another. The Sisters wanted the Mission 
Statement to reflect their response to their times. 
The influence of a Mission Statement has real potential 
for good, hence it cannot be accepted uncritically or 
simply because it seems to be the trend of the times. 
One dimension of a Mission Statement is planning for 
action. Planning involves decision-making. The 
Ipswich Province, having chosen discernment as a 
process for group decision-making, was in need of some 
education on discernment. 
Discernment Education Day 
For some people the concept of discernment is 
burdened with ambiguity. Moreover, the experience of 
discernment is different for each person. These two 
conditions are capable of inducing fears and causing 
concerns. Religious do not question the reality of 
personal discernment nor do they question the reality 
of communal discernment which is talked about more than 
it is experienced. Yet, this was the process the 
Ipswich Province had decided to follow for the 
selection of new leadership. Realizing that there was 
not a common understanding of discernment and its role 
in the selection process, the Selection Process 
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Committee saw a need for education and scheduled the 
Discernment Education Day. 
The term discernment has experienced a kind of 
resurrection in recent years in the area of spiritual 
direction. It is interesting how ideas are recycled. 
The problem is in recognizing the idea under its new 
guise. Now, spirituality has been identified as 
experiencing with understanding and commitment the 
Presence and guidance of God in one's life. But, this 
is what discernment is all about. The input of the day 
was an attempt to help the Sisters make this connection 
and at the same time allay their fears. Discernment 
had been around for a long time and was very much a 
part of their lives. 
Personal versus Communal Discernment 
One aspect of the input was an attempt to clarify 
the meaning of discernment from the personal and the 
communal viewpoints. The facilitator of the Ad Hoc 
Process pointed out that in the early tradition, the 
emphasis was on personal discernemnt as a means of 
spiritual growth. The Sisters easily identified with 
this tradition. They were acquainted with the 
scriptures and the scriptures refer to discernment as 
the active presence of the Spirit within each person 
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Who makes it possible to discern the Presence of God in 
their lives and the meaning of that Presence. Since 
there are only hints of communal use of discernment in 
the Church, it was the communal aspect that seemed to 
be the cause for concern. The task was to create a 
process based on lived-experience and attitudes. 
The discernment process was presented by the 
facilitator of the Ad Hoc Process in a clear, concise 
manner. The critical first step for the discerner was 
to have an open mind and an open heart - to 'let-go' of 
all preconceived ideas, desires, motives, attitudes, 
etc., in order to be able not only to hear what the 
Spirit was revealing but to respond with the 
appropriate action. The challenge of the process was 
to believe that the Will of the Spirit could be found 
in the gathered wisdom of the group. The goal of 
communal discernment was to arrive at a 'shared 
decision' - shared both in the input that comes from 
all the members and in the final acceptance of the 
decision by all the members. 
Discernment Process 
The discernment process for decision-making was 
presented as involving three basic steps: (1) Gathering, 
the data. Data would include all the information needed 
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and would be based on facts . (2) Refler.tinp; 
grayerfully on the Data. Data would be analyzed and 
synthesized within the parameters of each person's 
understanding of the data. Each person would reflect 
m terms of her lived-experiences and insights and 
would 1isten to the promptings of the Spirit. (3) 
Sharing_the Wisdom resulting from the Reflection. 
Having reflected prayerfully and touched one's own 
wisdom, each person would share that wisdom within a 
small group and would listen to all the other members 
as each shared her wisdom. This sharing would be 
brought to a group double in size and the same 
procedure would be followed as in the first small 
group. There would be analysis and synthesis of the 
groups' sharing. The effort would be again to hear the 
wisdom of the Spirit coming through the wisdom being 
shared within the groups. When the wisdom was shared, 
it would become new data which would have to be 
identified, clarified and nuanced. Prayerful, 
individual reflection would be followed by group 
reflection and listening. These steps would be 
repeated until the group arrived at a decision that 
could be accepted by all the members of the group. 
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Appended to the process was the admonition that 
politicking, debate and argumentation were contrary to 
discernment . 
Needs Assessment 
A hands-on experience was part of this discernment 
education day. The facilitator defined discernment as 
experiencing with understanding and commitment the 
Presence and guidance of God in one's life. The 
Sisters were given worksheets on which to write, after 
reflection, their personal gifts, blessings, and needs, 
as well as the gifts, blessings and needs of the 
Province. Following this reflection period, the 
Sisters went into small groups of eight. 
The Sisters shared their private reflection within 
the group. The small groups discerned together the 
commonly felt needs of the Sisters and of the Province. 
Each group had a designated recorder who was later 
responsible for sharing the group's discerned needs 
with the total group. Besides experiencing a communal 
discernment process, albeit on a small scale, the 
Sisters also focused in on the important goals 
precipitated by the felt needs of the Sisters and the 
Province . 
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The final segment of this session was with the 
total group. Having reflected on and shared personal 
and Province needs, the total group voiced a goal that 
could take care of a need. These goals were recorded 
on newsprint. Affirmation of these goals as they were 
voiced was by general show of hands or by spontaneous 
verbal agreement when the goal was being stated. These 
were then classified as most important goals.' 
Actually, this was an attempt to refine the goals that 
were generated during the Julie Renewal Week in July, 
1987. This refinement resulted in thirty goals which 
were printed and distributed for the final discernment 
of Province goals set for February, 1988. 
Summary 
"All will go well if we allow the good God to act" 
(St. Julie, Quote for January 16). This saying of the 
Foundress of the Sisters of Notre Dame was quoted at 
the beginning of the Discernment Education Day and was 
partially responsible for the Sisters receptivity to 
the input of the day. 
The Discernment Education Day had a two-fold 
purpose: that of clarifying the concept of discernment 
and its communal use; and that of surfacing needs that 
would generate goals for the Province. There was an 
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attempt to cluster and focus the needs in order to 
pinpoint the important goals. Admittedly, there was a 
loose consensus on the list of goals, but this was not 
a final setting of goals. 
Perhaps the most significant aspect of this day 
was the modelling of communal discernment. The Sisters 
seemed to be more at ease with the expectations of the 
Selection Process via discernment. 
Province Goal Setting 
The best guarantee of change and growth is the 
inclusion of the persons in every stage of an activity. 
Their lives, their experiences, and their continuing 
response - even their resistance - infuse life into any 
plan. This was the heart of the matter in designing a 
plan of governance. Imaging the future was the common 
thread running through the Ad Hoc Process. 
Review/Preview of Goal Setting 
The setting of goals was introduced during the 
Julie Renewal Week in July, 1987. As part of the input 
on Structure for Leadership., the Sisters set goals for 
the Ipswich Province. The Ad Hoc Process Committee 
synthesized the goals and shared them with the Sisters. 
Again, as part of the Discernment Education Day, the 
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Sisters prioritized the most important needs of the 
Province for the near future. The Ad Hoc Committee 
planned a final goal setting activity. The Ad Hoc 
Process Committee assumed that the past activities 
involved being attentive to experiences, interpreting 
and understanding these experiences, being able to 
translate into action what had been experienced. The 
purpose of this meeting was to make concrete and to 
prioritize goals for the Ipswich Province. 
Prior to this goal setting activity, the Sisters 
had received from the Ad Hoc Process Committee a packet 
of materials which included the Focus Statement. the 
Miss ion Statement . and a list of the most important 
Province Goals that had been generated from the needs 
assessment at the Discernment Education Day. With 
these documents as background preparation, the Sisters 
reflected prayerfully on what they would see as the 
direction for the Ipswich Province. Each Sister was to 
'touch into her own bit of wisdom.' 
Goal Preparation 
The facilitator of the Ad Hoc Process Committee 
addressed the total group of two hundred and seventy 
Sisters with a presentation on goals. She gave a 
definition of a goal, explained the difference between 
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ultimate and achievable goals, and clarified the 
confusion between a goal and a program. Following this 
presentation, the Sisters reflected on their own and on 
the Province's needs. (See Appendix H) 
Each Sister received a worksheet with 
characteristics of a worthwhile goal and an example of 
a well-written goal (See Appendix H). Another 
worksheet, entitled Getting Ready for Tomorrow, 
requested that the Sisters write three goals in answer 
to the statement: "It is very important to me that in 
three years we, as a Province..." (See Appendix H). 
The Ad Hoc Process Committee collected these 
worksheets, collated them, and provided a copy of the 
collated goals for each Sister attending the meeting. 
This material provided the foundation for goal setting 
during the afternoon session. 
Group Selection of Goals 
The schedule sheet for the afternoon session 
provided the information for the meeting areas, the 
selection of the group's initiator and the group s 
recorder. The morning session had generated seven 
pages of goals. These goals fell into the following 
categories: Spirit of the Institute/Future, Community, 
Ministry/Apostolic Priorities, Government, Finance, 
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Leadership, On-Going Formation, Vocation, and 
Collaboration. 
Equipped with these seven pages of goals, the 
small groups set about discussing and prioritizing 
goals. Each group was given five color—coded sheets on 
which to write their goals in order of priority. These 
goals were also given a point-value. A goal with a 
priority of one would receive five points; priority of 
two would receive four points and so on through five 
goals. The total group of Sisters re-assembled for a 
sharing of these prioritized goals. 
Each group's recorder was responsible for sharing 
the goals of the group and then placing the color-coded 
sheet on which the goal was written on the wall under 
one of the categories generated during the morning 
session. This portion of the meeting was alive with 
life. The Sisters marvelled at the repetition. This 
repetition for them was another instance of shared 
meanings. It was a comfortable feeling. 
The chief reason the Ad Hoc Process Committee 
planned several activities to surface and refine goals 
was to be able to select the qualities for leadership 
called for by these goals. The Ad Hoc Process 
Committee summarized the goals immediately and the 
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summaries were mailed to the Sisters of the Province 
within a week. One summarization provided the concepts 
under each category. That summary follows: 
Communit y 
” Quality of presence 
Bonds of faith and covenant in Notre Dame 
~ Strengthen prayer life 
- Good communication and participation 
- Atmosphere of simplicity, charity, and joy 
“ Affirmation of/concern for each Sister 
- Revitalized 
- Enables mission 
- Corporate witness 
Ministtry/Apostolic Priorities 
~ Establish apostolic priorities - clear 
guide lines 
- Look realistically at personnel/resources 
- Consider gifts, talents, education, experience 
- Meet needs of today's world 
- Concern for social justice issues with global 
dimension 
Spirit of the 1nstitute/Future 
- Build on past experiences and blessings as 
we journey toward the future. . . ever mindful 
of reverence and respect for one another 
- Work toward "refounding" the Congregation as a 
Province Unit in order to be more effective in 
proclaiming God’s goodness 
- Cultivate St. Julie’s freedom of spirit to 
move forward with openness and acceptance of 
new visions, challenges, and insecurities of 
the future 
Government 
- Active participation of all members 
- Shared decision-making 
- Use discernment process 
- Realistic planning 
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On Going Formation 
Develop a program and/or educational process 
which will help us deal with the human 
dimension of 'letting go' 
On going formation process reverencing unity 
and diversity of membership 
- Foster a climate whereby Sisters would be 
energized to want to participate in the life 
of the Province 
- Enrichment programs for pre-retired and 
retired Sisters 
Collaboration 
“ Move forward - collaborate in all areas 
(personnel/resources) of New England region 
- Collaborate throughout all Provinces of the 
United States 
Vocations 
- Province-wide effort to foster vocations 
The other summary indicated the goals in terms of 
priority. That summary follows: 
Communit v is mentioned 33 times. 
1st goal = 100 points 
2nd goal = 24 points 
3rd goal = 21 points 
Total = 145 points 





















4th goal = 8 points 
5th goal = 4 points 
Total = 68 points 
Government is mentioned 17 times. 
1st goal = 5 points 
2nd goal = 12 points 
3rd goal = 12 points 
4th goal = 12 points 
5th goal = 4 points 
Total = 45 points 
On-Going Formation is mentioned 14 timps 
1st goal = 0 points 
2nd goal = 12 points 
3rd goal = 6 points 
4th goal = 12 points 
5th goal - 3 points 
Total = 33 points 
Collaboration is mentioned 10 times. 
1st goal - 0 points 
2nd goal = 0 points 
3rd goal = 12 points 
4th goal = 4 points 
5th goal = 4 points 
Total = 20 points 
Vocations is mentioned 6 times. 
1st goal = 0 points 
2nd goal r 4 points 
3rd goal = 6 points 
4th goal = 4 points 
5th goal = 1 point 
Total = 15 points 
In studying the goals, the Ad Hoc Process 
Committee felt that the government goals would be dealt 
with through the Ad Hoc Process as the Sisters 
continued to formulate their plan of governance, and 
that the goals under Spirit of the Institute/Future 
pertained more to personal goals. This left three 
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clear priorities for the future: Community, 
Ministry/Apostolic Priorities, and On-Going Formation. 
This information would be the data base for the next 
cluster of meetings later in February, 1988, when the 
final selection of qualities for leadership would take 
place. The facilitator of the Ad Hoc Process Committee 
would firm up the process for the selection of 
leadership at this cluster of meetings. 
Summary 
The a ccomplishment of a series of activities and 
certainly the achievement of an immediate goal - 
setting goals for the Province - were very satisfying. 
There was a sense that the Sisters realized that 
success would be short-lived if there were not some 
deeper dimension to surface activities. Their goals 
portrayed the need for vision and motivating idealism. 
It appeared that the goals would elicit involvement 
from the Province and excite the members to new 
realization. 
New Paradigm for Leadership 
The content of religious apostolic leadership has 
changed during the past twenty years. In the past, 
leadership was exercised in an autocratic manner that 
did not readily allow for dissent or question. Since 
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Vatican II there has been a gradual change. Religious 
life has been renewed, in terms of spirituality, 
structures, and culture. With this change in religious 
life, leadership too has changed. There has been a 
movement away from a focus on the person of the leader 
toward a focus on the process of leadership. 
Leadership is no longer understood in terms of personal 
characteristics but in terms of a process between 
roles, a group, and a situation. Collaboration and 
shared decision-making have re-focused the role of the 
leader. In an environment of change, the qualities for 
leadership must fit the needs of the times. 
Qualities for Leadership 
The framework for this cluster of meetings in late 
February and early March, 1988, was the Province Goals 
that had been prioritized at the Province Goal Setting 
Day on February 6, 1988. Two hundred Sisters attended 
the meetings of this cluster. This indicated once 
again the sincerity and the spirit of cooperation of 
the Sisters. It was the last step before their first 
encounter with actualizing the process - selection of 
leadership. These goals were to hone qualities for 
leadership. The facilitator of the Ad Hoc Process 
Committee was responsible for this cluster of meetings 
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The Ad Hoc Process Committee members from the Ipswich 
Province became participants in the process. 
Clarifying Concern 
Reiteration of the meaning of governance "as the 
way the Sisters come together. . .to make decisions," and 
a directive to focus on process rather than outcome 
were the introductory remarks of the facilitator of the 
Ad Hoc Process for this cluster of meetings. There 
were some overall remarks in response to past concerns 
such as: whether councillors would be full-time or 
part-time; whether certain positions, such as personnel 
director, were role-tied with being a councillor; that 
the new leadership group was to be a transition 
administration. Some Sisters remarked that the new 
leadership group must continue to work with the Ad Hoc 
Process toward a plan of governance; that leadership 
was a response to a call from God; and that age made no 
difference - think of a Pope John XXIII or a David. 
The facilitator of the Ad Hoc Process reminded the 
Sisters that names of possible leaders not be mentioned 
at anytime. This was to ensure openness to the Spirit. 
The facilitator referred to a Sister's past or present 
performance in the Province or a Sister s posture 
toward any age segment in the Province as unfounded 
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reasons for leadership. Experience in the Ipswich 
Province lent truth to this style of choosing. 
Setting the Direction 
It was apparent from the Province Goals that the 
new leadership should be characterized by a (1) strong 
pastoral orientation (Community ~ first priority goal)! 
(2) clear sense of vision (Ministry/Aposto 1ic 
- second priority goal); and (3) 
(1eaders/members) operational style. 
Also apparent from past surfacing of qualities for 
leadership were the 'givens.' There was consensus that 
these 'givens' for Notre Dame leadership were that the 
Sisters be; women of prayer, possess the spirit/charism 
of St. Julie, have good physical and psychological 
health, and respect the concept of confidentiality. 
Consensus on Qualities 
Each Sister received a worksheet on which were the 
'given' qualities of leadership. Space was provided 
for five additional qualities (See Appendix I). As was 
the custom of the Ad Hoc Process, quiet reflection time 
preceded the group activity. Following this, the small 
groups were formed by counting off in sets of five. 
The small group shared and discussed the qualities upon 
which each Sister had reflected. The groups continued 
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sharing until they reached consensus regarding 
qualities for leadership. The 'scribe' recorded these 
qualities and passed them in to the facilitator for 
collating and synthesizing. 
Criteria for Choice 
Criteria can be as general or as specific as one 
would like to make them. They are usually based on 
vision and values and on research and theory at times. 
From the beginning, the Ad Hoc Process Committee aimed 
to encourage each member of the Province to believe in 
her vision and in her values. The Ad Hoc Process 
Committee saw the need to vocalize the criteria which 
reflected the Sisters' vision and values. The 
projection for this cluster of meetings was to identify 
qualities for leadership that would make provisions for 
meeting the needs of the future. 
The final synthesis of Qualities for_Leaders h_i jg. 
was mailed to the Sisters of the Province in early 
March, 1988. These data initiated the final stages of 
preparation for the selection of leadership. In an 
effort to present the 'whole' picture of leadership as 
the Sisters perceived it, the 'givens’ for leadership 
are restated below along with the additional qualities 
generated during this cluster. The following list 
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constitutes the completed list of qualities for 
leadership. 
Givens: 
Women of Prayer and deep faith 
Spirit/Charism of St. Julie 
Physical and psychological health 
Respect for confidentiality 
In Addition: 
— Ability to listen — to be open 
_ Sense of vision - creative insight and 
trust in the future 
- Integrity - just women with concern and 
reverence for each Sister 
- Ability and willingness to delegate and 
to share responsibility and decision 
making - participative style 
- Compassionate people-persons who can 
relate to all 
- Enablers - those who can empower others 
- Communicators - have process skills - 
able to discern in group context 
- Administrative strength - able to plan 
and implement 
- Flexibility - adaptability 
- Sense of humor 
It had been a long way from March, 1987, when 
qualities for leadership were first surfaced, and from 
May, 1987, when the activity to condense the number of 
qualities was not too successful. This synthesis 
depicts leadership from the viewpoint of the Sisters of 
the Ipswich Province. 
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Summary 
Having expressed and affirmed a set of goals, 
Sisters could formally and informally move in certain 
directions to achieve those goals. This movement took 
place inside the oisters. It informed them as to what 
they were about, and at the same time allowed for 
continuity and change. Their goals incorporated what 
they had always prized (Community and On-going 
Formation) and challenged them for the future 
(Ministry/Apostolic Priorities). In like manner, their 
view of leadership encompassed the traditions of Notre 
Dame (Women of faith with the Spirit of St. Julie) and 
the contemporary focus of a flexible, adaptable 
enabler. In this session, the Sisters experienced the 
need to share their individual understandings in order 
to unify themselves and sharpen their common sense of 
direction . 
Selection of Province Leadership 
The Sisters of the Ipswich Province were on the 
threshold, envisioning steps that could take them 
toward a new order of things. This 'new order’ was the 
selection of Province leadership. This 'new order was 
the challenge to the membership that they had a key 
responsibility to shape leadership. At this point in 
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the Ad Hoc Process, it seemed that there was a renewal 
within the Province, a new pattern of relationship 
among the Sisters. 
The Sisters experienced a common bond on the 
artifact level - pride in their traditions and shared 
symbols. They experienced a unity on the values level 
- seeing deeper than what was observable. Selection of 
leadership would perhaps test their basic assumptions 
level . 
Pre-Discernment Directives 
Once the Province Goals had been set and the 
qualities of leadership refined, all was in readiness 
for the final phase of preparation. The facilitator of 
the Ad Hoc Process Co mmittee sent a letter to the 
Sisters quoting St. Julie's saying, "All will go well 
if we allow the good God to act. She saw this as 
challenging the Sisters to let go of their own worries, 
fears, and concerns and to trust in the good God as 
they moved ahead. The list of leadership qualities 
from the February, 1988 cluster of meetings and a 
tentative schedule for the leadership discernment 
weekends - March 19-20 and March 16-17, 1988, were 
enclosed with this letter. The actual process, 
however, had not yet been presented. 
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The facilitator of the Ad Hoc Process directed the 
Sisters to allow the names of persons for leadership to 
emerge in their hearts as they quietly reflected and 
prayed. They were to reflect on these persons in the 
light of the Focus/Mission Statement. Province goals, 
and leadership qualities. An emphatic directive was 
not to discuss these persons with others. Since there 
was concern from some Sisters regarding adherence to 
that section of the 1969 Government Plan stating 
election as the method of selection, the letter stated 
that the discernment process would be validated by 
election . 
Commitment to the Process 
At this time, Sisters were to commit themselves in 
some manner to the Discernment Selection Process 
Weekends. Commitment Forms were given to each Sister. 
There were four options! (1) presence and participation 
at all four sessions*, (2) presence and participation at 
some of the sessions with option for special voting, 
(3) non-presence and non-voting! and (4) non-presence 
for personal reasons and participation through prayer. 
This last option provided a feeling of inclusion for 
the aged and infirm Sisters of the Province. 
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This commitment concept was very acceptable to the 
Sisters. The Commitment Forms were signed and returned 
to the facilitator who was responsible for the 
necessary arrangements for special voting. Immediately 
following the Discernment Weekends, the facilitator was 
to go to the Ipswich Province Infirmary to accommodate 
those Sisters who were not able to travel to Ipswich. 
Provincial Discernment - Day One 
March 19~20, 1988 was the first weekend for 
discernment for leadership. Selection of the 
Provincial was the objective. There were two hundred 
and ninety-four Sisters attending the weekend at 
Ipswich. 
The schedule for the first day of discernment for 
leadership included three group gatherings, two in the 
morning and one in the afternoon. The first gathering 
was in groups of seven| the second gathering was a 
combination of two groups of seven or fourteen*, the 
third gathering was in groups of ten. Each Sister had 
a set of schedule papers designating her groups for the 
day and how the initiator of the discussion and the 
recorder of the group were to be selected. All group 
sessions began with a prayer to the Holy Spirit. 
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The day began at nine-thirty o'clock in the 
morning when the Sisters gathered in the Chapel for an 
introduction by the facilitator and were led in prayer 
by a Sister from the Province. During this prayer 
service, each Sister had the opportunity to write on 
the form provided the name of any person she could 
support for Provincial. This prayerful reflection 
portion of the meeting took one half-hour. 
The first small gathering in groups of seven 
allowed each Sister to share her discernment - names of 
Sisters for Provincial - with the group and in turn 
listen to the other members of the group. After all 
Sisters within the group shared and discussed those 
whose names were surfaced, time was taken to reflect on 
what was heard. This was followed by each Sister 
writing a statement of support for her choice(s) or 
withdrawing her support from choice(s). This portion 
took forty-five minutes. These 'support papers' were 
given to the facilitator or her assistant for 
collating. 
The second small gathering of fourteen Sisters 
followed the same format as the first gathering. 
Additional names surfaced and were shared within the 
group. The Sister’s capabilities were discussed. A 
prayerful, reverent listening and sharing were 
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advocated. This discernment reflection period was of 
one hour's duration. 
The Sisters gathered in the Chapel after lunch 
where they were to reflect on the collated results of 
the morning sessions. Each Sister received a list of 
possible candidates for Provincial selection. During 
this reflection period, each Sister was to mark the 
names of those Sisters whom she could endorse for 
Provincial. Following this individual reflection 
period in Chapel, Sisters whose names appeared on the 
personal support paper could withdraw their names for 
Provincial leadership. The names of those withdrawing 
were announced before the third gathering of small 
groups . 
The third gathering of ten Sisters called for 
sharing and discussing the results of this individual 
reflection. The task of this group gathering was to 
arrive at a group endorsement of one Sister. Reasons 
for endorsement were to accompany the name of the 
Sister. If a Sister could not endorse the group s 
choice of person, she could submit her own endorsement 
paper. It must be noted that during this two-hour 
gathering, the nominees were available for questions to 
any group. Once the group endorsement was completed, 
the papers were given to the facilitator. 
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These were collated by hired secretarial help and 
were distributed to the nominees later that evening or 
the next morning. All nominees were contacted that 
evening and were given the degree of support by group 
enoorsements . This would enable the nominees to have 
sufficient reflection time to either remain in or 
withdraw from the process. The nominees also received 
the next morning, the reasons for group endorsement. 
Summary 
For a group to be about communal discernment, each 
member of the group should be walking with God, that 
is, committed to an openness with God, a trusting 
relationship that enables her to accept God's 
Providence. If exteriors could be the bases for 
judgment, then the Sisters participating in this first 
discernment day were walking with God. The Sisters had 
crossed the threshold...the 'new order was within 
reach... there was an atmosphere of peace and quiet 
expectation for the completion of selection of 
Provincial . 
Provincial Discernment ~ Day Two 
The peace-filled atmosphere of the preceding day’s 
discernment process permeated Ipswich and the 
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anticipation of the day created a bonding among the 
participants. The process was thus far working. 
The second day of discernment began at nine 
o clock in the morning on March 20, 1988 with prayer 
and a recapitulation of what was imperative to the 
process - the ability to let go' - especially each 
Sister letting go of her own wisdom. The first order 
of the day was the acceptance or the withdrawal by the 
nominees in the presence of the total group of Sisters. 
Nominees withdrawing from the process had to state 
their reasons for withdrawal. Of the twelve Sisters 
who received endorsements, nine withdrew. Nominees 
remaining in the process had to state their areas of 
strength as well as those areas where help from others 
would be needed. 
Following this, the three nominees prepared for 
the question and answer period. The total group was 
free to ask any question of any nominee. The question 
and answer period was well received, so much so that it 
exceeded the time ailoted. However, the total group 
felt this was necessary and so, the facilitator 
adjusted the schedule to accommodate the wishes of the 
group. This period was of two hours duration. Again, 
this ’new order’ portrayed an open and straightforward 
stance from platform to audience. 
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Fourth Gathering 
The Sisters met for the fourth gathering in small 
groups of ten. The facilitator and her assistant gave 
to each Sister a schedule designating grouping, meeting 
areas, initiator of discussion, and recorder of the 
group. After prayer to the Holy Spirit, fifteen 
minutes were given to individual reflection. Questions 
for reflection were: "What did I hear?"; "How do I feel 
or think about it?"; and "What additional information 
do I need?" These reflections were then shared within 
the group. Sharing with and listening to each Sister's 
reflection led to a second group endorsement. As the 
task of this fourth gathering ended, the recorder of 
each group gave the group endorsements to the 
facilitator who collated the results. 
The afternoon session began with the same grouping 
as the morning session. The facilitator announced the 
endorsement percentage of the three nominees. Each 
Sister reflected for fifteen minutes upon the collated 
materials. A final listening and sharing of the wisdom 
of the group followed this reflection period. Although 
one hour was allowed for this task, several groups were 
finished in less time. 
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The schedule called for a one half-hour private 
reflection before all Sisters gathered in the Chapel 
for the selection of the Provincial. The quiet, 
reverent silence indicated the spirit of prayer that 
all felt was necessary for such an important 
undertaking. It seemed likely that the Sisters 
believed in the process and were honoring their 
commitment to it. 
As was stated previously, the 1969 Government Plan 
of the Ipswich Province provided for election as the 
method for selection. In order to honor this, the 
final task of the discernment weekend was to elect the 
Provincial. The names of the three nominees appeared 
on the ballot which each Sister received upon entering 
the Chapel. The facilitator gave the directives for 
the voting procedures. When the voting was completed, 
each Sister placed her ballot at the Altar. The 
ballots of the Sisters not present (Infirmary or Out of 
State) would be forthcoming’, hence, results of this 
voting would be announced at the discernment weekend 
scheduled for March 26-27, 1988. 
Summa r y 
The special value and importance of this first 
discernment of leadership weekend was that it showed a 
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bold simplicity on the part of the Sisters of the 
Ipswich Province. They accepted the challenge of risk 
in pursuing a new model of selection of leadership and 
they displaced a rootedness in faith in following 
through to the actual selection. The Sisters were 
eager participants. There was a good feeling about 
what had transpired. It appeared that the Sisters had 
learned to ’let go' of the past, had not locked 
themselves into the present, and had begun to taste the 
future. 
Selection of Councillors 
Faith is a virtue not unfamiliar to the Sisters of 
Notre Dame. They belonged to an Institute that was 
founded by Julie Billiart, a woman of faith. And so, 
this rootedness in faith that characterized the first 
discernment of leadership weekend was not so 
surprising. This provided more than a happy 
coincidence — since the bottom line of the philosophy 
of shared wisdom is a deep and operational faith that 
the Holy Spirit lives in the group through its 
membership and speaks through the lived-expenence of 
each member. Two hundred and seventy-three Sisters 
attending this weekend gave evidence of faith. 
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Discernment for Councillors - Day One 
All the Sisters assembled in the Chapel for the 
introduction and directives for the day. Results from 
the previous weekend's discernment were announced by 
the facilitator. She explained that there were three 
hundred and ninety-two Sisters in the Ipswich Province 
(missionaries excluded). Of this number, twelve 
Sisters in the Infirmary were not capable of voting and 
two Sisters had chosen to participate through prayer. 
The Sister selected as Provincial received three 
hundred and sixty votes which was 86 percent of the 
Province. The other two nominees received 48 votes (13 
percent) and four votes (1 percent). The applause was 
sufficient to signal the Sisters' satisfaction. 
The third day of discernment started with prayer 
at nine-thirty o'clock in the morning on March 26, 
1988. Each Sister received a schedule which followed 
the same format as the previous weekend. The task of 
this first day of the second discernment weekend was to 
select two councillors. The format of the process 
prescribed selecting each councillor separately. Each 
Sister was given 'support papers. During the prayer 
service each Sister had the opportunity to submit the 
name of one person whom she could support for each of 
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the two councillor positions. As soon as the prayer 
service was finished, the Sisters gave their 'support 
papers to the facilitator and her assistant for 
collating. 
First Gathering 
For this first gathering, the Sisters were in 
groups of seven. After the prayer to the Holy Spirit, 
each Sister shared the contents of her 'support 
papers, ' and in turn listened to the sharings of the 
other members of the group. This sharing and listening 
session lasted forty-five minutes. 
Second Gathering 
The collated list of individual 'support papers’ 
was available for this session. The facilitator 
suggested that persons with four or fewer support 
papers' withdraw from the process. The facilitator 
announced the names of those remaining in the process 
before the second gathering began its task. The group 
size doubled in number to fourteen Sisters. This 
allowed for more sharings and insights regarding the 
nomin e e s. 
The usual prayer to the Holy Spirit was followed 
by ten minutes of quiet time while each Sister marked 
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the names of those Sisters she could support. Each 
Sister shared her names with the group as well as the 
reasons for support. As always, the Sisters were asked 
to maintain a listening mode and a reverent, prayerful 
discerning stance. Once this sharing was completed, 
the group was to work toward a group endorsement of two 
Sisters for councillors, keeping in mind the 
characteristics of the selected Provincial. Each 
Sister was to sign her name on the group endorsement 
sheet. These group endorsements were given to the 
facilitator and her assistant for collating. 
Third Gathering 
Prior to the third gathering of the day, the 
facilitator recommended that the Sisters spend some 
time with the collated list of group endorsements 
generated at the second gathering. The format for this 
weekend did not call for any total group exchange. 
There was no opportunity to question the nominees 
altogether in order to ascertain each s stance on given 
questions and/or issues. 
The number of Sisters in a group at this gathering 
was ten. After prayer to the Holy Spirit, the group 
was to share and listen and work toward another group 
endorsement. Two and one halt-hours were given for 
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discerning a group endorsement. The endorsement sheets 
were given to the facilitator and her assistant for 
collating prior to selection. During this time 
interval, the selected Provincial was to meet with the 
nominees, and the nominees were to be available to the 
groups for questioning. Also during this time, 
nominees were told the degree of group support they had 
which enabled them to discern whether to remain in or 
to withdraw from the process. 
Election of the two councillors took place during 
the celebration of the Liturgy. As the Sisters entered 
the Chapel, they received their ballots. Thirteen 
Sisters received sufficient support to remain in the 
process for first councillor. Prior to electing the 
first councillor, the percentage of support for each of 
the top four nominees was reported to the Sisters by 
the facilitator. She pointed out the wide difference 
between the first and second percentages and named the 
Sister with the highest percentage of support. After 
this report, the Sisters cast their vote for first 
councillor. 
Eleven Sisters received sufficient support to 
remain in the process for second councillor. Once 
again, the facilitator reported the percentage of 
support for each of the nominees. The percentages of 
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support for the top two nominees were nineteen and 
eighteen respectively. The facilitator told the 
Sisters to vote for one of the two persons. The 
Sisters followed this directive and voted for one 
Sister for second councillor. The task of selecting 
two councillors was accomplished. The spiritual 
atmosphere surrounding the Liturgy served to emphasize 
the seriousness of the endeavor. 
Summary 
The faith dimension was in evidence still. The 
Sisters had set about the task of selecting two 
councillors and from the reporting of the endorsements 
by the facilitator the task was accomplished. Because 
there were many more nominees involved in this 
discernment session, there was some concern about 
completeness and/or closure to the selections. There 
was a sense of hurriedness in the day s endeavor since 
time was not taken for further sharing on the two 
nominees. Instead the facilitator told the Sisters to 
vote for their choice. The fact that the Sisters 
followed this directive gave evidence of more than a 
hint of weariness. This day's discernment entailed 
more processing with more persons with less exchange 
between nominees and non-nominees. Despite this, there 
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was enough faith to be ready to tackle the fourth day 
of discernment. 
Discernment for Councillors - Day Two 
The interplay of these three days of discernment 
seemed to erase the belief that the way things were was 
the way things should be. During the day, the Sisters 
acknowledged the difficulties of a discernment process, 
the struggle to 'let go' and the courage to 'let be'. 
They recognized the pain and/or fear in and among 
themselves. They neither judged nor became impatient, 
but continued to move on toward the will of the Spirit. 
They set themselves to the task of selecting two more 
counci 1lors . 
On March 27, 1988 at nine-thirty o'clock in the 
morning, the Sisters once again assembled in the Chapel 
for the announcement of the previous day s selection of 
councillors, the directives for the last day of 
discernment, and the schedule for grouping. The 
selection of councillors was well received by the 
Sisters of tne Province. From this point on the 
Provincial and the two councillors were to withdraw 
from the group gatherings. 
During the prayer service, each Sister again had 
the opportunity to submit the names of the persons she 
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could support as councillor. The prayer service 
completed, each Sister gave her 'support papers' to the 
facilitator and her assistant for collating. 
First Gathering 
The Sisters were in small groups of seven. After 
prayer to the Holy Spirit, each Sister shared the 
contents of her support papers' and in turn, listened 
to the sharing of the other members of the group. 
Forty-five minutes were allowed for this sharing and 
listening. The task was different from the previous 
day's discernment procedure. The Sisters were to 
select two councillors simultaneously. 
Second Gathering 
The collated list of the individual 'support 
papers' was available for this gathering. The nominees 
with four or fewer endorsements acted upon the 
suggestion to withdraw their names. The facilitator 
announced the names of those nominees remaining in the 
process before the second gathering began its task. 
The usual format of doubling the group size to fourteen 
was followed. The task was to arrive at a group 
endorsement of one nominee. 
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The prayer to the Holy Spirit was followed by ten 
minutes of quiet time while each Sister discerned her 
choice of persons for councillor positions. The 
Sisters shared their choices as they maintained a 
listening mode and a prayerful, reverent discerning 
stance. As the group arrived at a group endorsement, 
the recorder brought the endorsement sheet to the 
facilitator and to her assistant for collating. 
Thirteen Sisters had received support from the 
first gathering. The collated endorsements from the 
second gathering provided four names with significant 
percentages. The top four nominees received 20 
percent, 19 percent, 18.3 percent, and 18 percent 
respectively. Eight Sisters received less than 1 
percent. There was a discrepancy in reporting - only 
twelve nominees were accounted for — but it was not 
questioned. Nominees receiving less than 1 percent 
were expected to withdraw from the process and did so, 
leaving four nominees for a further group endorsement. 
Third Gathering 
This sharing and listening session began with 
prayer to the Holy Spirit. The task was to arrive at a 
group endorsement of one of the four nominees. This 
was the third group endorsement of the day’s 
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discernment. The endorsements were collated and the 
results showed percentages of support to be 50 percent 
and 49 percent respectively for the top two nominees. 
The facilitator asked the Sisters if this was 
sufficient for selection and the answer was negative. 
The negative reaction specified a fourth endorsement. 
The Sisters deemed the nominee with the highest 
percentage of endorsement from this fourth endorsement 
as satisfactory. 
There was one more endorsement needed before 
election could take place. Prior to this task, the 
facilitator shared some rationale for endorsement. She 
pointed out the need for diversity (given those already 
selected or endorsed) and cited the age group that was 
missing from those already selected or endorsed. So, 
from the three remaining nominees, the groups were to 
arrive at a group endorsement of one nominee. This 
task was accomplished without much delay by the 
majority of the groups. All group endorsements were 
given to the facilitator for collating. 
Final Gathering 
Each Sister received her ballot before entering 
the Chapel. The Sisters were to assemble in silence 
and reflect on their choices of councillors. The 
200 
facilitator announced the results of the collating from 
the fourth endorsement. With this information, the 
Sisters cast their ballots for the two remaining 
councillors. Basically, this was more a formality than 
the previous day since the third councillor was arrived 
at by percentage elimination. 
The final gathering was a social. The Sisters met 
for a celebration. For many, the appearance of a 
rainbow seemed to be the stamp of approval for the 
whole discernment process. 
Summary 
Phase II was completed with the selection of 
Province Leadership. It infused life into the phrase 
"that authority resides in the membership (Chapter 
Acts, 1978). Phase II was the realization of 
strategizing a Mission Statement, marketing a Selection 
Process, and modelling communal discernment. Phase II 
was a creative experience of process: the Mission 
Statement laid the foundation for Province Goals which 
determined Province Leadership. Phase II involved 
risk; being willing to risk called for faith. The 
Sisters faith in their God, in their Congregation, and 
in themselves played an important role in the success 
of Phase 11 . 
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CHAPTER VI 
PHASE III - PLAN OF GOVERNANCE 
Introduction 
Culture change is a complex, slow, and often 
painful process, requiring new values, attitudes, and 
behavior patterns. Renewal of any kind involves a 
cultural change. The Ipswich Province entered its 
third year of renewal with Phase III - designing a new 
plan of governance. The emphasis in past government 
structures was often on the need for the changing world 
to adapt to the unchanging Church. Similarly, the 
world had to adapt to the unchanging cultures of 
religious congregations. With the advent of Vatican 
Council II, two interconnected emphases resurfaced. 
The first was a renewed stress on the mission of the 
Church to enter and influence a world in rapid change. 
The second was the move to decentralize the government 
of religious life. 
As the Church recognized once more that it had a 
mission to a world in change, religious men and women 
had an obligation to contribute to the apostolic 
innovation that was needed. The General Chapter 
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(highest authority in the Congregation) saw as 
necessary for this contribution, the need for each 
Province (governmental unit) to formulate its own plan 
of governance. The 1969 General Chapter, the first 
following Vatican Council II, mandated that each 
Province write a government plan. It was noted 
previously that the Ipswich Province never completed 
this mandate. And now, twenty years later, the Ipswich 
Province was ready to execute the mandate. 
Recount the Ad Hoc Process 
Phase I of the Ad Hoc Process sketched the reality 
of the Ipswich Province. Its task was to generate, 
synthesize and communicate the ideas that impacted 
their lives. This portion of the Ad Hoc Process left 
the Sisters poised to 'let go' in order to 'let be.' 
Phase II of the Ad Hoc Process infused new life into 
the Province via a creative experience of process; 
namely the selection of leadership. 
After a four month respite, the Ad Hoc Process 
Committee sent a letter in early September, 1988 to the 
Sisters of the Province in which they recalled the 
origins of the Ad Hoc Process. It was the directive 
from the General Government Group in February, 1985 and 
the proposal from the former Province Administration in 
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October, 1985 that set everything in motion. And that 
motion brought them to Phase III and the task of 
writing a plan of governance. 
Advanced Notice 
This September communication also served as 
advanced notice to the Sisters what to expect for the 
last year of Renewal and of the Ad Hoc Process. The Ad 
Hoc Process Committee felt that the Sisters would agree 
to the fact that, having formulated and accepted the 
Province Mission Statement and the Province Goals, they 
had a solid foundation upon which to begin the task of 
writing a plan of governance. 
The communication briefly explained that the 
Committee envisioned five groups of writers working 
simultaneously on the five areas designated as part of 
a government plan. The five areas being*. (1) Province 
Administration, (2) Province Staff Personnel, (3) 
Province Assembly, (4) Province Chapter, and (5) 
Community. The Sisters also received: Suggested 
Criteria For Evaluating An Intermediate Government 
Plan; a time-line for Phase III; and a sample 
Participation Form (See Appendix K). The Ad Hoc 
Process Committee hoped to regenerate the spirit of 
participation that characterized Phase I and Phase II. 
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October Assemb1y - 1988 - Envisioned Srh>mn 
The October Assembly was the third anniversary of 
the proposal to establish an Ad Hoc Process Committee 
to implement the Province Goal that was formulated and 
accepted at a Province Day on September 28, 1985. The 
goal was to develop a government plan. Now, three 
years later, the process for writing a plan of 
governance was ready for presentation to the Assembly. 
For the presentation to the Assembly, a member of 
the Ad Hoc Process Committee reiterated the September, 
1988 communication. She reviewed the task - writing a 
plan of governance; clarified the overall process for 
task completion - small writing committees working 
simultaneously on the five designated areas, and 
provision for total Province input; and explained the 
opportunities for participation - as a member of a 
writing committee or as a provider of input to the 
commi11ees . 
The Assembly accepted the process and the 
time-line for writing a plan of governance. The prompt 
affirmative response to the process for writing a plan 
of governance served to spark this most important 
dimension of the Ad Hoc Process. 
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Writing Committee Response 
Nineteen Sisters volunteered to be writers of the 
plan of governance. Twenty-seven Sisters indicated 
their support and promised their prayers. Three 
Sisters had comments specific to the content of the 
plan and three Sisters had suggestions for the process 
itself . 
In summary, the comments and suggestions were: 
1) What norms will be used since the 
Constitutions are not yet approved? 
2) The committee must be careful of 'team' 
concept and must delineate lines of 
authority and lines of accountability. 
3) Consider the term of office for Provincial 
to be for five years with no immediate 
re-election. 
4) Should another small group be formed to 
work the five parts into a whole? 
5) Could each group use the Province news¬ 
letter as a vehicle to communicate pro¬ 
gress to the Province? 
6) Look at the Boston Province Model for 
Assembly. 
Fifty-two responses could not be classified as 
overwhelming and nineteen writers even less so. 
However, the scarcity proved to be a blessing when it 
came to exchanging ideas and scheduling meetings. 
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Writing Committee on Task 
The first meeting for the writing committee took 
place on October 30, 1988. The overall process for 
writing the plan which was explained at the October 
Assembly was reviewed. There was an adjustment made on 
the number of writing committees. Province Chapter and 
Province Assembly were grouped as one working 
committee, hence the number of committees was reduced 
to four. Committee members received relevant materials 
such as the Mission Statement, the Province Goals, the 
Suggested Criteria for Intermediate Government Plans, 
the existing incomplete government plan, and the 
time-line. Since the process called for independent 
committee work for the next month, each committee 
selected a contact/chairperson, planned its task, and 
scheduled future meetings. 
November. 1988 was independent writing time for 
the committees. Each committee prepared a rough draft 
of its section of the plan of governance. The total 
writing group would share and discuss these rough 
drafts at the meeting in December, 1988. 
December 11. 198.8 was sharing time for all four 
committees. The meeting lasted three hours. The 
chairperson from each committee read the rough draft of 
207 
its section to the total group. Following each 
commit tees ' s presentation of the rough draft, the 
writers of all the committees had the opportunity to 
voice concerns and to ask questions. Some questions 
were: Who was respopnsible for writing the procedural 
aspects for Province Leadership?"; "Where do these 
procedural guidelines belong?"; "Should there be an 
Appendix? ; Should there be the same skeletal outline 
for each section? . Some writers expressed concern 
about using the term "Province Leadership Group." 
There was also a concern about having a common 
definition for certain terms used throughout the plan. 
The writing committees exchanged ideas and 
discussed the concerns and questions. They made the 
following decisions: to define "Province Leadership 
Group" as the Provincial and four Council members 
operating in a consensual style; that the writing 
committee was responsible for the procedural aspects of 
each section; that an Appendix section would contain 
these procedural guidelines; and that there would be a 
common outline to follow which would allow for 
continuity as well as diversity. The committees agreed 
to have the first rough draft ready for presentation to 
the total Province on January 14, 1989. Again, each 
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committee was responsible for scheduling working 
sessions necessary to meet the January date. 
Interim Communication 
The Ad Hoc Process Committee sent a letter to the 
Sisters of the Ipswich Province at the beginning of 
January, 1989. It was an invitation to join the Plan 
of Governance writing committee for an all day 
reflection on the work thus far completed. The letter 
recalled for the Sisters that to be faithful to a 
participative process, it was important to be present 
to review the draft and to offer input. The writers 
were counting on each one to move the process to the 
next step. 
January. 1989 was presentation of the first rough 
draft to the total Province at an all day meeting. One 
hundred and seventy Sisters were present for this 
meeting. After prayer, the facilitator of the Ad Hoc 
Process Committee introduced the first morning session 
by enumerating what a plan of governance must contain, 
the use of the evaluative criteria, and the 
expectations of the General Government Group and the 
Congregation for Religious and Secular Institutes 
(Roman Curia responsible lor the acceptance of the 
Constitutions of religious congregations). By »ay of 
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review, she explained the terms discernment, consensus, 
and governance. The facilitator responded to any 
questions and/or concerns that the Sisters still had. 
For the second session of the day, each writing 
committee had twenty minutes to present its section of 
the plan of governance. Only questions for 
clarification were answered at this time. This 
guaranteed the movement of each group through this 
portion of the meeting. 
The afternoon session of the day provided for 
small group sharing on a rotating basis. Sisters were 
grouped heterogeneously by a sign on their copies of 
the schedule of the day. There were eight groups of 
approximately fifteen to twenty Sisters. Each rotation 
was thirty-five minutes in length. The small groups 
remained stationary and the members of the writing 
committees moved from group to group. By the end of 
this session the Sisters attending the day were able to 
question, share, and add their pieces of wisdom. Each 
writing committee was responsible for its own 
note-taking of these verbal responses. The writing 
committees honored these responses when they met on 
January 29, 1989 to re-work whatever needed revision in 
preparation for the February, 1989 meeting. 
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February. 1989 was refinement time. This was a 
total Province day for presenting a second rough draft 
of the plan of governance to the Sisters. The Sisters 
received working papers for the day. These included a 
copy of the revised rough draft, a glossary of terms, a 
personal reflection worksheet, and feedback forms - 
color-coded for each section of the government plan. 
(See Appendix L) 
The meeting began with a prayer to be open to the 
surprises and challenges of the day. Following this, 
the facilitator of the Ad Hoc Process Committee 
outlined the work of the day and reviewed the 
definitions of terms. These terms were pertinent to 
the process of refining the plan of governance as well 
as useful information for a common understanding of 
words used in the plan of governance. 
The chairperson of each writing committee 
presented to the Sisters the revised rough draft and 
the rationale that led to the revisions. This form of 
presentation by the writers of the section served to 
familiarize the Sisters with the document. The 
presentations finished, the Sisters reflected privately 
on the revised draft. During this reflection period, 
the Sisters wrote any concerns and/or questions on the 
worksheets provided. 
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The first two hours of the afternoon session were 
given to small group sharing. The usual heterogeneous 
grouping schema determined the members of the groups. 
The small groups discussed each section of the plan of 
governance. The time allotted for this sharing was 
thirty-five minutes for each section. The small group 
sharing completed, the Sisters reflected privately 
again. During this reflection period, each Sister 
wrote her response(s) to each section of the plan of 
governance on the designated feedback forms. These 
forms were given to the respective writing committees 
for collating and review. The writing committees used 
this additional information in preparing the draft for 
presentation to the Assembly in March, 1989. 
February Feedback 
The focus of the total Province Day in February 
was the refinement of the plan of governance. The 
feedback at the January, 1989 Province Day was verbal 
exchange between the Sisters and the writers. The 
feedback from the February total Province Day was 
written. There were between seventy and eighty written 
responses depending upon the section of the plan of 
governance . 
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Up to this point in the process the concerns 
centered around choice of words; common understanding 
of terms; accountability of the various offices; term 
of office and re-election; the term of commitment for 
the Province Assembly; and the qualifications for staff 
positions. The concerns regarding proper grammar and 
editing were constant. 
March 18. 1989 was Province Assembly time. 
Seventy-three of the eighty-three members of the 
Assembly were present. There were fifty Sisters 
present as observers. A member of the Ad Hoc Process 
Committee addressed the Assembly by describing the task 
of the Assembly as one of acting as a sounding board 
before a third draft of the government plan was 
written. She also stated that the chairperson of each 
writing committee, after presenting a section of the 
plan of governance, would be open to comments and would 
answer questions for clarification. Discussion and/or 
dialogue were not allowed since the cluster of four 
meetings in April, 1989 would provide the smaller group 
setting for dialogue and reflection. 
The chairperson of each section of the plan o 
governance presented to the Province Assembly the 
collated feedback from the February Province Day and 
the committee's response to the feedback. 
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The reaction of the Assembly was minimal. From 
observation there seemed to be fear and perhaps some 
hostility due to fear or conclusion of the process. In 
other words, it was time to put the stamp of approval 
on something that had seemed to be a long way off three 
years ago. Several Assembly members felt there was too 
much emphasis given to "numbers" in the feedback. They 
felt the committees disregarded objections and/or 
questions because they were few in number. Their 
concern was for the minority. And several members 
expressed disappointment that there was no opportunity 
for dialogue. However, the overall response from the 
Assembly was endorsement - by arguing "that we are more 
than half-way there." 
April. 1989 was cluster meeting time. Once again, 
the format of a cluster of four meetings was followed. 
This format provided smaller group sharing and a choice 
of meeting times and places. The cluster set up two 
meetings during the day on the weekend and two meetings 
in the evening during the week. This schedule 
accommodated the Sisters' apostolic work. 
Approximately one hundred and ninety Sisters attended. 
The Sisters received a copy of the third draft of 
the plan of governance prior to the April cluster of 
...tines. This draft included the changes initiated by 
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the written feedback from the February Province Day and 
the March Assembly. The Ad Hoc Process Committee 
encouraged the Sisters to read and to study it as 
preparation for the April meetings. 
Each meeting started with prayer. The facilitator 
of the Ad Hoc Process Committee by way of introduction 
reviewed three terms that were becoming more familiar 
with use namely, governance, participation, and 
discernment. The underlying concept of these three 
words served as background for testing the plan of 
governance. A panel, consisting of a member from each 
writing committee, was set up to facilitate exchange 
between the Sisters and the writers of the plan of 
governance. The total group addressed questions and 
concerns to the panel for one half-hour. After this 
exchange the Sisters formed small groups with their 
immediate neighbors and dialogued with one another 
about what they heard and how they felt about it. 
The second portion of the meeting provided for 
total group sharing. In addition to the questions of 
the small group sharing, a member of the Ad Hoc Process 
Committee asked for questions and/or issues that were 
still unresolved. The issue of team leadership versus 
Provincial and Council was still alive for some 
Sisters. The question of re-election of the Provincial 
215 
remained. Clarifying the issue of ultimate authority 
among the leadership group (if this became the model of 
the governance structure) was a priority for some. The 
number of years for Assembly commitment continued to 
attract argument. A major concern for some Sisters was 
that the Province Leadership Group be the link for the 
Province with the Congregation (General Government 
Group). 
The final portion of the meeting provided time for 
private reflection. The Ad Hoc Process Committee 
decided that testing the endorsement of the Plan of 
Governance by the Sisters at this stage would indicate 
the degree of closure of the task. The Endorsement 
Forms allowed for (1) endorsement, (2) endorsement with 
the following reservations, and (3) non-endorsement. 
(See Appendix M.) During this reflection period, the 
Sisters completed and signed these forms. Collation of 
the endorsement forms showed fifty-nine endorsements, 
one hundred and fifteen endorsements with reservations, 
and zero non-endorsements. One consistent reservation 
cited was that the Assembly commitment should be for a 
period of two years. One hundred and twenty-eight 
Sisters expressed this specifically, while many others 
grouped it with "the changes suggested at this 
mee ting . " 
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Three of the four meetings of the April cluster 
went without much notice. However, the last meeting 
which had the greatest number of Sisters attending, 
showed that some Sisters had issues not yet resolved. 
These issues were: the term of office for the 
Provincial; the accountability of the Assembly, 
Directors of Formation and of Ministry; the delineation 
of roles for the various offices, especially that of 
the Provincial as the person responsible for carrying 
out the directives of Canon Law (Church Law). 
Although some Sisters were vocal and the 
atmosphere of this last meeting was charged with 
determination, the task of the meeting was accomplished 
peacefully. The Sisters questioned, dialogued, 
reflected, and shared their pieces of wisdom. With 
this cluster of meetings completed, the plan of 
governance writing committee went back to the writing 
board' for the fourth and what they hoped to be, the 
final draft of the Plan of Governance of the Ipswich 
Province . 
April 22. 1989 was discernment time. The original 
schedule called for an entire day for the Sisters to 
discern and accept the Plan of Governance. However, 
the results from the cluster of meetings earlier in the 
month led the Ad Hoc Process Committee to believe that 
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the purpose of the day could be achieved in an 
afternoon meeting. The Ad Hoc Process Committee hoped 
for a day of prayerful discernment and final acceptance 
of the Plan of Governance. 
The meeting for discernment began with a prayer 
seeking the guidance of the Holy Spirit in the endeavor 
of accepting the Plan of Governance. The facilitator 
of the Ad Hoc Process Committee clarified the concern 
regarding "canonical responsibility" (Congregations of 
Religious must abide by Canon Law). For some Sisters 
this aspect, adhering to Canon Law, posed a problem. 
Canon Law (Church Law) was seen as the linkage between 
the Church and the Congregation. The Sisters wanted a 
guarantee that proper attention be given to whomever 
was responsible for the dictates of Canon Law. The 
facilitator attempted to ease the fears with the 
explanation that this responsibility was to be assumed 
on the level of application, that is, local, province, 
or general. She also clarified the question that 
Sisters had with re-election of the provincial by 
explaining that Canon Law did not state a number for 
terms of office other that that it was "usually for six 
years." The Province Leadership Group's accountability 
to the General Government Group satisfied those who 
took issue with "To whom was the Province Leadership 
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Group accountable?" The facilitator reaffirmed the 
need for a glossary of terms and that this glossary 
would be included in the total plan of governance 
package . 
Directives for the remainder of the meeting were 
given by a member of the Ad Hoc Process Committee. 
Each Sister received a copy of the fourth draft of the 
Plan of Governance. The chairperson of each writing 
committee gave a report of the adjustments that were 
made since the April cluster of meetings. A forty 
minute reading period was scheduled in order that the 
Sisters could familiarize themselves with the latest 
draft. Each Sister also received a personal reflection 
worksheet (Appendix N) to use as she wished during this 
reading period. 
Following the reading period, the Sisters met in 
small groups to share their reflections. At this 
sharing, each group was given a Discernment for 
Acceptance Form (Appendix N). This group endorsement 
was expected to be the outcome of communal discernment 
- the "mode of operation" decided upon by the Ipswich 
Province in July. 1987. Each Sister in the group who 
could accept the Plan of Governance signed the 
acceptance form. 
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The conclusion of the Discernment for Acceptance 
meeting took place in the Chapel. Upon entering the 
Chapel, each Sister received a perforated card. One 
half of the card was designed so that the Sister could 
check acceptance or non-acceptance of the Plan of 
Governance, and the other half of the card was so 
designed that if having accepted the Plan of Governance 
of the Ipswich Province, the Sister could commit 
herself to live in accordance with its spirit (Appendix 
N) . 
The opening hymn for the ritual of acceptance was 
a prayer for guidance, a petition for insight and 
wisdom to discern the holy and true will of God. After 
a period of quiet reflection and as part of the ritual 
of acceptance, a spokesperson for each of the small 
groups brought the group's Discernment for Acceptance 
form to the Altar and reported the results of the 
group's communal discernment. 
After hearing the responses of the groups, the 
Sisters again quietly reflected as the leader of prayer 
reminded the Sisters that 
Understanding that government exists to 
foster the life and mission of the Con¬ 
gregation, we believe that the ways in 
which we govern ourselves must reflect 
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the covenant relationships we are privi¬ 
leged to have with our God and with one 
another. 
In silence, each Sister expressed her response to 
the Plan of Governance on the card provided. Again, as 
part of the ritual of acceptance, each Sister separated 
the acceptance portion from the commitment portion and 
placed the acceptance/non-acceptance portion in a 
basket before the Altar. The commitment portion was 
kept as a reminder. As the Sisters asked God's 
continued blessing on themselves and on one another, 
the meeting came to an end. 
One hundred and thirty-eight Sisters attended this 
Discernment Day. Actually, this number was the lowest 
of any meeting throughout the Ad Hoc Process. It was 
not the first choice of meeting day but circumstances 
left no other choice. So, the Ad Hoc Process Committee 
sent via mail or messenger all materials necessary for 
understanding what the discernment day entailed and 
what was expected of the Sisters in responding. 
A complete tally of the acceptance of the Plan of 
Governance had to wait until all forms from absentees 
were returned. However, as of April 22, 1989, one 
hundred and thirty-two Sisters had accepted the Plan of 
Governance and six Sisters had not accepted it. This 
number of acceptances was a sizeable distance from the 
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two-thirds majority of two hundred and fifty-four 
necessary for acceptance. Yet, hope was very much 
alive since the number of Discernment for Acceptances 
from the April cluster of meetings indicated that the 
count would increase when the Sisters who were not 
present returned their cards. 
This April Province gathering marked the close of 
Phase III. And with the end of Phase III the 
completion of three years of renewal and the 
termination of the Ad Hoc Process. The intent of the 
Ad Hoc Process was to nurture an inner pattern - of 




AN ANALYSIS OF THE STUDY 
Process of Change - Phase I 
History has introduced new concepts and new ways 
of being that have affected institutions and the 
persons within them. Change has to happen - new images 
and forms need to emerge while old images, dreams, 
hopes, and structures die. We can neither ignore nor 
condemn the changes; instead the challenge is to 
re-create them. In fact, re-creation contains 
challenges that creation does not. It calls for 
risk-taking, responsibility, courage, re-evaluation, 
and selflessness. According to John Walchars, S.J. 
(1986), society, as a living process, renews itself in 
meaning and vitality through the assistance and 
contribution of its members. The Ad Hoc Process was 
evidence that renewal in meaning and vitality occurred 
in the Ipswich Province as it directed itself to a new 
plan of governance. 
This chapter is an analysis of the events that 
occurred as the Sisters of Notre Dame de Namur of the 
Ipswich Province processed themselves to a new plan of 
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governance. It will also relate how a shared framework 
of learning and valuing was the vehicle of change. 
Process was the construct for the changes in all three 
phases. The underlying meaning of the process was the 
concept that governance was 'how we come together to 
make decisions that govern our lives.' 
Analysis of the Dynamics 
Phase I gave dimension to the Province Reality. 
The analysis of Phase I reveals the dynamics of the 
process*, specifically, the dynamics of readiness and 
modelling. Readiness is often necessary for an 
innovation to take root. The end of the Ad Hoc Process 
was a new plan of governance. Process, an innovation 
for the Ipswich Province, was the means, to the end. 
The Ipswich Province did not have a plan of governance 
simply because the membership could not bring previous 
attempts to completion. The reason for this is not an 
issue of this study, rather, it is mentioned primarily 
to underscore the need for readiness as a prerequisite 
for change . 
Readiness on the part of the Sisters was 
four-fold. First, the Province needed a plan of 
governance (twenty years without a plan of governance 
was an embarrassment). Second, the Sisters accepted 
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the credentials of the Ad Hoc Process Committee (two 
members of the Ad Hoc Process Committee were from the 
grassroots and one member was not a member of the 
Ipswich Province). Third, the Superior General’s blunt 
description of the Province challenged them (the 
straightforwardness of the Superior General 
re-enkindled the desire for futuring and for 
revitalization). And, fourth, the dissatisfaction with 
the status quo with respect to futuring and leadership 
selection (that the Province leadership's term of 
office expired during the Ad Hoc Process was a 
fortuitous circumstance). 
Modelling is often a visible means of learning and 
of initiating and sustaining the momentum of an 
innovation. Since the Ad Hoc Process Committee 
believed this, modelling became the operative stance. 
The analysis and the synthesis of the raw data from 
Phase I were the work of a volunteer group of Sisters 
in collaboration with the Ad Hoc Process Committee. 
This group of volunteers labored many hours to condense 
fifty pages of data into a document that was congruent 
with the Sisters' perceptions of their lived-experience 
in the Province. 
From the first cluster of meetings to the fourth, 
where hopes and fears forced priorities that were 
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influenced by the trends of the day to the on-going 
Focus Statement, a current of transformation drew the 
Sisters of the Province to an understanding and a 
utilization of process. Even as this processing was 
occurring, the shared framework was emerging. By 
endorsing the Focus Statement, the Sisters added 
substance to their learning and valuing by owning what 
they had in commom. This document was a working draft 
that summarized the present reality of the Ipswich 
Province. It was the scaffolding for the Province 
Mission Statement. 
The Ad Hoc Process Committee's intention in 
calling for volunteers for analyzing and synthesizing 
the data from the four clusters of meetings was to 
model participation. This manner of ca11ing-forth was 
not the experience of the Sisters. Previous endeavors 
of this nature were either the work of the leadership 
and/or chosen groups. Another aspect of this activity 
was that the data had been disseminated already, so 
accountability was a foregone conclusion. This was a 
risk. Nine volunteers validated the risk. 
Dialogue, reflection, and discussion sketched the 
•shared' meanings and valuing within the working group, 
and this, seems to account for the ease with which they 
finished the task. The working group even collected 
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the extraneous matter so as not to lose pertinent 
realities of the Province. And, in a spirit of 
accountability, appended them to the Focus Statement. 
There was an atmosphere of openness and trust among the 
Sisters in the working group. There was respect for 
the gifts and talents especially self, that each Sister 
brought to the group. 
In any form of regeneration/renewal there is need 
to be aware of the bonds that unite. The bonding 
dynamic operating as the Sisters shared and owned the 
Focus Statement was phenomenal, the trust factor 
equally so. There was a new vitality in the consensus 
for approval. The spontaneity of the one hundred and 
seventy-four Sisters attending the meeting was the glue 
in the shared framework of learning and valuing. 
The pivotal dynamic, for Phase I, its presence a 
constant hope, its lack a constant fear, was the amount 
of trust that the Sisters of the Province gave to the 
Ad Hoc Process Committee. Their trust allowed the Ad 
Hoc Process Committee to move deeper into the process. 
Whether the Sisters saw the process as an adventure or 
as a venture, the result was successful. The dynamic 
was 'letting go' and readying themselves to 'let be.' 
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Core of Reality 
The Focus Statement encapsulated the hopes and the 
fears of the Sisters for it called them to live the 
message of the Gospel as they shared life together in 
mutual trust and support; even as it projected them 
into the future as it challenged adaptation to the 
ever-changing world, and participation that would 
enable their personal and corporate lives for the 
Mission . The underlined words serve as 'legend' for 
the key issues of Phase I. Action gave credence to 
theory. 
Process of Change ~ Phase—IX 
Religious life is not excluded from the culture in 
which we live. Religious are affected by the 
pressures, the attitudes, the latest trends and the 
values of the times. The structures that once enabled 
a congregation to be united through common goals had 
become unclear. As a result the ways in which these 
goals could be accomplished were no longer supported by 
a unified corporate reality but rather resided in the 
persons who composed the reality. Another additive to 
this reality is that each individual has his/her own 
ideas and ways of seeing the world. It is a case of 
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having the same goals and values, but the means to 
achieving these goals or to living these values are 
different. One must admit to a hierarchy of values. 
One must also admit that each person has his/her own 
hierarchy. 
Rootedness in Experience 
Phase I generated the reality of the Province and 
established a clarity around commonly held values by 
the Focus Statement. The task of Phase II was to 
investigate new creative structures that would support 
the values of the charism of the Congregation; 
structures that would enable these values to flow into 
the membership and out to the world through their 
expression of mission. 
The changing concepts of authority and leadership 
were cause for tension. This, however, was not 
peculiar to the Ipswich Province. Since Vatican 
Council II, it has been evident that the changing needs 
of the world were calling for a new model of authority. 
The education day on Authority and Leadership was 
beneficial for the Sisters and non-threatening to the 
Leadership Group of the Province. It was apparent that 
hostile attitudes from past experiences with leadership 
were not the rationale for projected structures. The 
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construct for future leadership was reciprocity. The 
criteria included a balance between responsibility and 
accountability from the leadership and the 
followership. 
It was at this meeting that the term membership 
receded into the background. A new term emerged; 
specifically, followership. This notion identified 
with the concept that 'authority' is one's power to act 
or to author one's choices. This seems to have created 
for the Sisters a distinction between leadership and 
followership, and authority and membership. 
The exchange at this day of education was 
enlightening. There was conviction that applying new 
criteria for leadership did not imply a criticism of 
those that were appropriate in the past. This 
conviction provided an incentive to enhance and deepen 
past learning with new knowledge and insights. It was 
the proper catalyst for creative inquiry into the 
purpose of leadership and the personal qualities of 
leadership. The Sisters articulated their vision of 
leadership for the future of the Province. Old and 
young alike came together and were able to voice freely 
their opinions. To some Sisters, this was the light at 
the end of the tunnel; a hope realized. The data 
collected on the Authority and Leadership Education Day 
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spawned the necessary initiative to identify leadership 
with goals. 
Another modelling opportunity for participation 
was the call for a Selection Process Committee. The 
Committee's task was to research methods of selection 
of leadership. Now, past methods of selection included 
appointment by the General Government Leadership and in 
the recent past - election by the Sisters of the 
Province. Both these methods were without benefit of 
any kind of written criteria. 
Data from the Education Day on Authority and 
Leadership prompted the Selection Process Committee to 
research not only selection processes but also styles 
of leadership. The Julie Renewal Week provided a 
fortuitous circumstance. A presentation of a 
discernment method of selection of leadership by Sister 
Mary Benet, O.S.B. short-circuited what could have been 
a long and tedious research of methods of selection. 
It was a case of instant metamorphosis. The Sisters of 
the Province were captivated with the process. 
Analysis might project this captivation as a 
question of ’Is it the medium or the message?’ Being a 
Province that ia 71 percent 'feelers' according to the 
Myers-Briggs Type Indicator, it could be that Sisters 
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were taken more with the person than with the method. 
However, some Sisters did question the method and the 
adjustments necessary to make it work with a much 
larger group than the one in the example. The 
facilitator of the Ad Hoc Process assured the Sisters 
that adjustments were possible. Yet another question. 
Why was this the only method of selection presented? 
Was there an ulterior motive? Was it coincidental? 
Was this the Holy Spirit guiding the process? 
Selection Process Schema 
The Selection Process called for developing a 
Province Mission Statement, sponsoring a Discernment 
Education Day, and setting Province Goals before 
selecting leadership. These steps left no doubt as to 
their purpose in the process. 
The refinement of the Province Mission Statement 
was yet another instance of modelling. In fact, it was 
a process within a process. It was decision-making 
that would govern the lives of the Sisters. By 
assenting to the suggestion that the members of the 
Focus Statement and the Apostolic Priorities Committees 
write the Province Mission Statement, the Sisters 
showed a trusting attitude. The writing Committee in 
turn, in presenting the Mission Statement to the 
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Sisters provided an opportunity to share each person's 
wisdom. This involvement of the many, two hundred and 
eighteen Sisters, was another part of that shared 
framework of learning and valuing. The fear held by 
some Sisters that the Province was not reading the 
signs of the times, was not taking a pro-active stance 
- futuring - was gradually fading. 
Analysis of the outcome of writing the Province 
Mission Statement would show some ambivalence. 
Previous activities and encounters of Phase I and of 
Phase II produced favorable, positive exchanges. For 
the first time, there was a voiced reaction to words 
(mandate and dwindling resources) in the Mission 
Statement that gave rise to negative feelings. 
Although this was the reaction of one person, it 
prompted more voiced reactions and it was given support 
by 'nod' approval . 
It would not be presumptuous to say that support 
of the reaction was more a question of supporting the 
person making the statement than identifying with the 
negative nature of the words. The fact that the 
Mission Statement was signaling another step in the 
process - the selection of leadership, could also be a 
possible reason for the negative feeling towards 
aspects of the Province Mission Statement. However. 
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from a positive position, this told the Sisters that 
there was involvement. Sisters were following the 
process. This is what process is all about. 
Missing Link 
The blueprint for the Selection Process did not 
show the actual process for selection of leadership. 
It provided the steps and the rationale leading up to 
the selection. Apart from a few Sisters who 
consistently questioned the actual plan or the final 
steps for the selection of leadership, there was 
relatively no concern about this step in the process. 
Several reasons could account for this: (1) the Sisters 
had blind trust in the Ad Hoc Process Committee; (2) 
the Sisters had the same blind trust in the facilitator 
who was in sole control of this part of the process, 
(3) the Sisters simply allied the discernment method 
with renewal and the Province was in need of renewal; 
and (4) the Sisters were not completely clear on what a 
discernment method entailed. 
Discernment Weekends ~_Provincial^ 
On March 8, 1988, two weeks before the scheduled 
discernment weekends, the facilitator of the Ad Hoc 
Process sent the pre-discernment directives to the 
Sisters. These directives included a final list of 
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qualities for leadership and a tentative schedule for 
the weekends, March 19-20, and 26-27, 1988. The 
procedural aspects of the process were not disclosed. 
This omission was cause for concern, particularly among 
those Sisters who had requested a procedural outline. 
Including such an outline would have been an 
appropriate move on the facilitator’s part. However, 
despite not knowing what to expect, the process 
continued to flow and the Sisters moved with the flow. 
The procedural directives for the discernment 
process for the weekend were given to each Sister as 
she entered the Chapel on the first morning of the 
weekend. This put an added burden on the Sisters. 
Besides having to discern persons for leadership, they 
were trying to follow a process even as it was being 
explained. What it did was take the focus off content 
and put it on process. Being familiar with the steps 
of the process would have allowed for ease with the new 
mode of selection of leadership. 
Nominees were discussed among the Sisters within 
groups but there was no procedure in place for the 
nominees to hear or respond to any negative aspect that 
surfaced in the group sharing. This lack allowed past 
history and/or the assumption that persons had not 
changed to influence choice. It precipitated closure 
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on some nominees. Even though there were repeated 
precautions not to share names that emerged through 
one's personal discernment lest there be any 
politicking, the Sister who led the prayer that 
commenced the discernment weekend was selected to be 
the Provincial. The significance of this choice of 
prayer~1eader was heard via statements such as "I never 
thought of Sister, until I heard her leading prayer." 
The question and answer period between the 
nominees for Provincial and the total group of Sisters 
fostered a feeling of involvement even as it decreased 
feelings of uncertainty. This exchange session was 
perhaps the most popular with the Sisters. It allowed 
for their active participation. It gave them a sense 
of power in the selection process. This sense of power 
was most evident when the total group called for a 
change in schedule to allow for additional time for the 
question and answer period. The Sisters seemingly 
appeared to move through the remainder of the selection 
of provincial process with an ease that bespoke 
sincerity and accomplishment. 
ni sr.prnment Weekend ~ Councillors. 
A sense of accomplishment provided the impetus to 
return for the second weekend of discernment. There 
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was a quiet anticipation of good things to come. It 
appeared that the same format was to ensue for the 
selection of councillors. However, as it turned out, 
there was no provision for total group exchange with 
the nominees, no report to the nominees of reasons for 
support, no secretarial help, and no consistency in 
selecting the four councillors. Yet, no one questioned 
this. 
Being told to decide by voting rather than further 
discernment and/or dialogue gave a sense of 
hurriedness. Efficiency is to be sought so long as it 
does not replace charism. Closure to the selections of 
councillors was questionable because the method of 
determining the percentage of support which, in turn, 
determined whether a nominee remained in the process 
was not divulged. A nominee asked how the percentage 
was arrived at while pointing out the discrepency in 
total percentage and was told that it was correct. The 
second weekend of discernment entailed more processing 
with more persons with less interaction and exchange. 
New information from the small group sharing was not 
presented to the total group. It may have been that 




In designing the Selection Process, the Selection 
Process Committee planned for an evaluation of the 
process. The facilitator of the Discernment Weekends 
designed the instrument for evaluation and had it 
collated by a person not involved with the Ad Hoc 
Process. The facilitator sent the evaluation report to 
the Sisters but made no provision for its use. Some 
Sisters chose to respond to the evaluation questions by 
personal letter. These letters were not given to the 
person collating the questionnaires. Such an action 
automatically diminished the completeness of the 
evaluation . 
According to Cada and others (1979), the purpose 
of looking back over the whole process is to learn from 
the unfolding that had occurred and to build up the 
competence of the group for future planning. Learning 
takes place through evaluated experiences and the point 
of evaluation should be at or near the completion of 
the experiences. The time lapse between selection of 
leadership and evaluation was one month and between 
evaluation and collated results was six months. The 




The weakest aspect of Phase II was the discernment 
process used to select leadership. It was not a 
deliberate weakness; rather it was one of ignorance 
with the process. Basically, discernment involves 
three steps! (l) the collection of information; (2) the 
sharing and reflecting on the information; and (3) 
acting on the information. The third step, acting on 
the information, often times entails going back to step 
two for more sharing and reflecting. By this time in 
the process, focal issues in the data have been 
identified and each issue presents questions. There 
was neither adequate time nor adequate exposure for 
these questions to be answered. Again, it may have 
been that brainstorming was taken for discernment in 
the Spirit. 
Data from Phase II indicated that the leadership 
group should be ’people’ persons, who would communicate 
and consult with the Sisters in order to facilitate 
maximum participation and shared responsibility. The 
Sisters reasoned that this style of leadership would 
provide the affirmation that many Sisters considered 
lacking in the Province. However, the Sister selected 
as the Provincial, by her own admission, considered 
herself a ’desk’ person. One of the Councillors 
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selected, when withdrawing her nomination for 
Provincial, admitted that she had to work on her people 
skills, and that it was not fair to get 'on the job 
training. Explanation for such inconsistency is that 
it is typical of the Ipswich Province. 
Immediately following the discernment weekends the 
data which included written endorsements (individual 
and group) and ballots, were destroyed by the 
facilitator. This was done in an effort to ensure 
anonymity but it deprived the nominees (possible future 
leaders in the Province) an opportunity to learn from 
the perceptions of others. It also caused a certain 
feeling of uneasiness with the process. 
Discernment Consensus 
Other data from Phase II indicated that the 
Sisters wanted as open a process for selection of 
leadership as possible. For them discernment was the 
answer and the total Province made the decision for the 
discernment process. Evaluation of the selection 
process showed an overall satisfaction with the process 
and expressed the desire to use it in the future. An 
assumption may be that when its use is needed in the 
future, the Sisters will speak to some adjustments. 
This is a typical stance of the Province. 
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Process of Change - Phase ITT 
Being truly faithful to a vision means more than 
trying hard. To be involved in creating something new 
requires an openness to the changes that are unfolding 
in the world. In religious institutions there has been 
a shift from rigid government structures to more 
flexible ones. However, Barbara D. Ledig (1988) claims 
that this shift is incomplete. She states that most 
religious congregations are resting somewhere between a 
hierarchical, rule-oriented structure and a flexible, 
collegial one. Transition is, at best, difficult. 
Shared Framework 
When there is clarity around commonly held values, 
new creative structures can be put in place; structures 
that support the values of the charism of the 
Congregation; structures that enable these values to 
flow into the membership and out to the world through 
their expression of mission. The Ad Hoc Process 
succeeded in leading the Sisters of the Ipswich 
Province to define goals that were determined by their 
commonly held values. The Sisters of the Ipswich 
Province never lost sight of St. Julie's charism, and 
this only served to reinforce the shared framework of 
learning and valuing. It has been stated previously 
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that an organization in change is basically focusing a 
future. The vision values identified by the Sisters of 
the Ipswich Province energized them and moved them to 
pattern a new plan of governance for the future. 
Shared Valuing 
The writers of the plan of governance gave 
evidence of this energy. They went about their task 
with efficiency and thoroughness. They met deadlines 
and were prepared for all the sharing sessions among 
themselves and with the Sisters of the Province. They 
quietly insisted that the language of the plan of 
governance should resonate with the 1ived-experience of 
the Sisters. They deftly differentiated between 
substantive and non-substantive content for a plan of 
governance especially in the section on Community. The 
writers of this section literally faced an onslaught 
during the presentation of the first rough draft, hence 
went back to the writing board. The second draft was 
actually the antithesis of the first. And the writers 
of this section were able to move the Sisters to 
understand and accept that the second draft on 
Community wan undergirded by the Constitutions and the 
charism of the Congregation. Articulating the modes of 
organization that can exist within the Province is 
substantive material for a plan of governance. 
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Delineating the plan of governance for each mode of 
organization is not. To sum it up, the writters acted 
responsibly and in so doing acquired a certain 
expertise, a certain respect, and modelled a form of 
participative government. 
Shared Learning 
Another significant, supporting factor that moved 
the writing of the plan of governance to a relatively 
quick completion was the Ad Hoc Process facilitator's 
background in governance. Her expertise provided easy 
access to definitions, criteria, and expectations. The 
Sisters had confidence in the facilitator. There is no 
doubt that the facilitator was a proper change agent 
for the process of writing the plan of governance. 
The Ad Hoc Process Committee planned the strategy 
for Phase III, that is, they designed the procedural 
aspects of the presentation of the drafts of the plan 
of governance and of the collection of reactions. The 
writing committee by implementing them, demonstrated 
the participative mode of governance even as it was 
being written. By sharing their pieces of wisdom as 
they became policy clarifiers, agenda setters, and 
reviewers of the plan of governance, the Sisters of the 
Province modelled the process of governance. 
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The work of Phase III, the Plan of Governance, is 
a first-order change. There is no radical shift in the 
Province's mission, rather, the changes are more 
incremental modifications in present ways of 
interpretation. However, since there has not been 
sufficient time for implementation of the newly written 
plan of governance, this could be an unfair assessment. 
Time and interpretation could lead to a shift in 
strategy as to how the Sisters see themselves living 
the charism of St. Julie in the twenty-first century 
which would indicate a second-order change. 
Conelusion 
The difficulty of studying a process of change in 
any aspect of religious life today should not be 
underestimated. Such a study can be complicated by the 
fact that those straining to articulate what the change 
encompasses are often members of religious 
congregations. Thus, the efforts to make sense of 
change can be blinded by both self-interests and past 
ways of understanding. All this makes definitive 
conclusions somewhat risky. 
What was at risk in this study of the Ipswich 
Province as it modelled a process leading to a new plan 
of governance was the fact that I was a member of the 
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Ad Hoc Process Committee and I am a member of the 
Ipswich Province. Critiquing a process that one has 
helped design is open to bias. However, precautions 
were followed. Credibility of the data can be verified 
since all the actual written documents are in the 
Archives of the Ipswich Province. Sharing and 
analyzing the data with a colleague who was a 
participant of the process and requesting information 
and/or clarification from the membership also served to 
ensure credibility in reporting the findings. 
New Realities 
The reality, that after three years of the Ad Hoc 
Process the Sisters of the Ipswich Province have 
written a new plan of governance by modelling how they 
came together to make decisions that govern their 
lives, is evidence that the Ad Hoc Process worked. 
Several other realities accompany this success: (l) the 
Sisters trust themselves that they faithfully embody 
the tradition of St. Julie; (2) the Sisters believe 
that each was a part of that tradition and that all 
were searching for what was necessary in the light of 
the inspiration behind the Congregation and the changed 
conditions of the times to answer the call to write a 
new plan of governance; (3) the Slaters are more ready 
to accept the fact that each Sister who focnses her 
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ministry through the same tradition helps focus the 
present and the future of the Province; (4) the Sisters 
own their insights from reflection and risk sharing 
those which might be threatening; and (5) the Sisters 
are open to the concept that it is not 'order' but 
'mission' that describes their lives. 
These realities are the syntheses of the Sisters' 
hopes or the antitheses of their fears expressed at the 
first Ad Hoc Process meeting, namely, trust, openness, 
affirmation, and willingness to risk. The plan of 
governance emerged from the experiences of process. 
Unsolved Realities 
The study made me aware of the psychological 
dimensions of change and I am concerned with the 
re-education that change necessitates. However, the 
complexities of the re-educative processes are beyond 
the scope of this study; suffice it to say, it involves 
the 'whole person.’ Another concern is how ready is 
the Province to 're-structure' in light of the needs of 
the times? Experience does not automatically create 
new attitudes toward the present culture. Data and 




The Ad Hoc Process proved to be an exciting time 
in the history of the Ipswich Province. It was a 
re-creation time and as such called for responsibility, 
courage, re-evaluation, and risk - all in the spirit of 
St. Julie Billiart. 
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Epilogue 
It would be safe to say that the Ipswich Province, 
as an organization, operated most often out of a 
structural frame (Bolman and Deal, 1984.) It focused 
on roles, relationships, and formal ways of 
coordinating diverse efforts into common directions. 
And, as noted in Chapter Five, the Ipswich Province had 
never experienced celebrating itself for any reason. 
So, the fact that the Ad Hoc Process Committee 
scheduled a celebration to conclude the three-year 
renewal process was either inspirational or the 
influence of the facilitator of the Ad Hoc Process who 
was not a member of the Ipswich Province. 
Even though, in planning a three-year process, the 
Ad Hoc Process Committee could not foretell the 
actualization of the goal, it did perceive that what is 
most important about any event is not what happens, but 
the meaning of what happens. And so, a celebration was 
planned . 
The celebration included a Mass of Thanksgiving 
and a supper for all Che Sisters of the Ipswich 
Province. Interestingly enough, structure gives way to 
symbol when celebration is involved for symbols mediate 
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the meaning of events. May 13th was designated as the 
day of celebration. This was the anniversary of the 
beatification (a step in the Roman Catholic Church's 
process of sainthood) of Julie Billiart, Foundress of 
the Sisters of Notre Dame de Namur — hence a day of 
shared meaning for the Sisters of the Province. In 
keeping with the shared meaning of symbol, the logo on 
the invitation to the celebration depicted a 'haycart' 
(the means of escape for Julie Billiart during the 
French Revolution) and the Notre Dame Cross (the 
distinctive and recognizable sign that identifies a 
Sister of Notre Dame). 
Items of significance from the Ad Hoc Process 
namely, the Focus Statement, the Mission Statement, the 
Province Goals, the Plan of Govvernance, and the 
miniature 'haycart' were part of the centerpiece in 
front of the Altar. The presence of the General 
Moderator of the Sisters of Notre Dame de Namur added 
to the sense of shared meaning. Sister had challenged 
the Sisters of the Ipswich Province to the three-year 
renewal process and her presence for many was a stamp 
of approval. 
A ritual of substance enjoyed by each Sister was 
opening the letter she had written to herself and had 
placed in the 'haycart' three years earlier at the 
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beginning of the Ad Hoc Process. These letters 
contained the Sisters' hopes and dreams for the Ad Hoc 
Process. This ritual produced a saga-like atmosphere. 
They were beyond "what is" to "what should be" or "what 
can be hoped for." There was a sense of accomplishment 
and better yet, a sense of conviction that the "shared 
wisdom was the key to opening new doors. 
The climax of the celebration was the announcement 
that the Plan of Governance of the Ipswich Province had 
been accepted by two hundred and ninety-seven Sisters. 
This number exceeded the two-thirds majority needed for 
acceptance by the Province. Eight Sisters did not 
accept the Plan of Governance. The General Government 
Group gave its unofficial approval in June, 1989. 
Official approval will be forthcoming at the General 
Chapter of the Congregation of the Sisters of Notre 
Dame de Namur in July, 1990. 
250 
APPENDIX A 







Report of Our First Administrative Seosion 
Council Members Present: 
After- lookinr at our- present reality we have set the followinr priorities for our 
three year term of office. 
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AND VALUES WORKSHEETS 
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Every common bush 
is afire with God 
But only she who sees 
takes off her shoes 
The rest sit round it 
and pluck blueberries... 
LET BE 





IDENTIFY SOITIE "TRENDS" AND PUT INTO THE REACTION CHAMBER. 
1. Which three trends need attention? 
2. Why do these need attention? 
, etc, need reenforcement/ 3. What values/challenges/difficulties 
preservation/abandonment? 
Ad Hoc Process Meetings 
September 30, October 2,^,5 
Small Croup Discussion Reports - 
Using the following questions as guidelines please chare your group's reflections 
on some of the trends previously mentioned during this meeting. 
-What trend needs our attention now? 
-What values will that trend reinforce / preserve / threaten? 
-What will it call forth in us? 
-What challenges / problems will it give us? 




Ad Hoc Process Meeting 
Ipswich, March, 1987 
A Focus Statement 
As Sisters of Notre Dame in the Ipswich Province, we are called to live out the 
Mission of Jesus in the spirit of St. Julie. We respond, as women of prayer, 
through community, through our ministries and through the ways we govern 
ourselves. 
We share life together in mutual trust, support and acceptance. We encourage 
one another to live the Gospel message. 
Our deepening awareness of the world in which we live leads us to plan and 
adapt in order better to serve its ever-changing needs. 
In light of our Constitutions, our governance intends participation by all of 
us in goa1-setting, thereby enabling us to direct the totality of our personal 
and corporate lives to the Mission. 
FACTS 
We need to consider and address the following facts: 
1. Our province is aging. 
2. The number of our sisters is diminishing. 
3. Our finances are dwindling. 
4. Tensions exist between: 
a. individuals 
b. individuals and groups 
c. groups 
5. Some of us fear: 
a. not surviving accompanied by a sense of urgency 
b. more sisters leaving the province 
c. change/new ideas 
d. not changing - staying with the status quo 
e. loss of spiritual dimension 
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6. Some of us experience: 
a. loneliness and alienation 
b. burnout 
c. a need for healing/reconciliation 
7. Some of us perceive a struggle: 
a. between corporate goals and individual needs 
b. to achieve a balance between mobility and stability 
c. to understand the meaning of corporateness and achieve a 
sense of belonging 
ATTITUDES 
Our life together calls for the following attitudes: 





2. Wi11ingness ot risk 
--ownership of province 
-participation 
3. Sense of accountability 
4. Acceptance of Congregation (both hopes and fears) 
ACTIONS 
We call one another to participate in: 
1. planning 
2. decision making 
3. delegation/implementation 
4. evaluation 
in order to determine: 
1. needs 
2. priorities 
3. forms of government 
In this search to discover and articulate our corporateness we foster and 
encourage creativity in all aspects of life. 
26 1 
APPENDIX E 


























Sense of Humor 
Openness to Others 
Vision to read the signs of times 
Physically and psychologically 
stable 
Active participant in the Province 




Reverence for diversity in the 
Province 
Vision to plan for future, a re¬ 
spect for the past, and ability to 
find solutions for today's needs 
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GROUP NAMES 
Unifier - Perceptivity 
Willing to delegate 
Willingness to risk 
Work with the reality of life 
Alive to the needs and ever- 
changing situations of today 
^Prophetic person who can call 
people forth 
^Appreciation for the abilities 
of Sisters 
Shared decision making 
1988 St. Julie 
Woman of vision 
Listener, trusting, sense of humor, 
available, selfless, affirming and appreciative 
A history of having lived as a Community person. Deeply spiritual 
Knowledge of contemporary world to serve its changing needs. Compassion 
Gift of empowering others and openness to be empowered by others. 
Shares Julie's vision in a way that is life-giving to Province and those 
with whom Province come in contact. Reconciliation skills 
Forward vision- role of Church - global awareness 
Able to do long-term planning - future 




r Aware of own humanness 
and others 
'Aware of signs of times 
^Listening/hearing - let 
people shape their own lives' 
/Inclusiveness of all - for goal 
setting and planning 
Discernment, listener, open 
'Healing presence - reconciler 
Courage to risk 
Supportive, Let go of power 
Sister among Sisters, Sense of Humor 
Participatory Styley 









Positive yet realistic 
A Sister among Sisters 
Keen communication skills 
Ability to delegate/implement/ 
be accountable and acknowledge 
mistakes 




Deeply spiritual person 
Woman in love with the Church 
;ion and courage to challenge and take risks 
Relational woman - an enabler and communicator 
Woman of Vision - Julie's trust and humility 
Ability to listen with empathy - thereby helping people to grow 
keeping strick confidentiality 
^Administrative techniques, organizational skij 
Sense of Humor 
Compassionate/vulnerable 
Global as well as 
^Provincial Vision 
Gospel based realist 
Initiator,enabler, 
'sensitive, prudent, 
^Courageous in facing 
dif ficulties\ 
Knowledge/acceptance of self 
Sensitive to the personnel of 
Province 
Ability to make decisions 
Business sense - continuity of 
process 
^Through the Spirit have awareness of the 















MEMO to the ad hoc selection process 
• facilitator 
AD HOC PROCESS COMMITTEE 
July 12, 1978 
I am willing to support our development of a discernment process for selection 
of Province leadership. I understand that this process will be modelled on the 
one that Sister Mary Benet shared with us during the Julie Renewal Week. 
YES NO 
I would like to share the following reasons with you — 
Signature: 
Mail to: Ad Hoc Process Committee, Saint Mary Convent, 205 Hampshire Street, 
Lawrence, MA 01841 - to arrive before Wednesday, July 29. 
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MISSION STATEMENT 
As Sisters of Notre Dame in the Ipswich Province 
we are called to live out the mission of Jesus as 
apostolic women in the Church. In the spirit of St. 
Julie we respond with simplicity and joy as women of 
prayer, living in community, encouraging one another 
to live the gospel message. 
We call one another to search creatively for 
viable ways to serve those most in need. Our aware¬ 
ness of the ever expanding needs of the world and of 
our dwindling personnel and financial resources chal¬ 
lenges us to establish apostolic priorities and to 
find ways to collaborate with other Sisters of Notre 
Dame. 
Our Constitutions mandate a form of governance 
marked by participation in province, community and 
ministerial life. We call one another, therefore, 
to participate in planning, decision making, dele¬ 
gation, implementation and evaluation. 
November 2 , 1987 
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MISSION STATEMENT worksheet 
1. Reason for existence 5. Future direction 
2. Reference to roots 6. Consumers 
3. Distinctive features 
U. Qualities of service 
?. Key words 
COMMENTS. 
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Report from Snail Groups - November '87 
Province Missiom Statement 
Acceptance Process 
Group Participants: 
Please check the following statements as appropriate. 
In light of our individual reflections and our group discussion we are able 
to endorse the Mission Statement as written. 
The following is a summary of the reasons leading us to this decision. 
In light of our individual reflections and our group discussion we feel that 
the following ideas or concepts need to be added. (Please be as specific as possibl 
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MISSION STATEMENT 
We, the Sisters of Notre Dame in the Ipswich Province, are 
called to live out the mission of Jesus as apostolic women in the 
Church. In the spirit of St. Julie, we respond with simplicity and 
joy as women of prayer, living in community, encouraging one another 
to live the Gospel message.through the apostolate of education in our 
diverse ministries. 
Our awareness of the ever expanding needs of the world and 
our dwindling resources challenges us to establish apostolic priorities. 
We call one another to search creatively for viable ways to serve 
those most in need and to work in collaboration with others in the 
Mission of the Church. 
In response to our Constitution's mandate that governance be 
marked by participation in province, conmunity and ministerial life, 
we call one another to participate in planning, decision making, 
implementation and evaluation. 
(Revised version, December 2, 1987) 
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OUR MISSION STATEMENT FOR THE NEXT 3 YEARS 
I endorse the statement as it is written. 
I can live with this statement even though it is not exactly 
what I would prefer. 
I can in no way endorse this statement. • 
Comments : 
Signature 
Return to: Ad Hoc Committee 
St. Mary Convent 
205 Hampshire Street 
Lawrence, MA 01841 
on or before - December 19, 1987 
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GOALS 
February 6, 1988 
GOALS are key to any living, moving organization. They 
are that to which a group, and each member, can commit itself. 
GOALS are the WHY of a group. Programs are the HOW of the 
gr oup. It has been said that when there is a WHY any HOW 
will do. 
There is a tendency in groups to confuse goals with 
programs. 
GOALS ARE: 
- the end or the aim 
- the purpose 
- the optimum condition 
PROGRAMS ARE: 
- the means 
- the way to do something 





- long range 
- a noun 





- short range 
- a verb 
- the way to get there 
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Some goals are ultimate imperatives. They describe 
the perfect condition, the ultimate toward which we strive, 
but can never achieve in this life because of the imperfection 
of humanity, the utopian flaw. Thus, we have such goals as: 
- the fully integrated mature individual 
- the perfect congregation 
- the disease free society 
Ultimate goals are important to an organization. They 
provide vision and the challenge. 
In addition to the ultimate imperatives groups need 
achievable goals if members are to have the satisfaction of 
attainment. Achievable goals are ones on which "an arrival 
date" can be placed and for which programs can be developed. 
Some achievable goals might be: 
- new leadership potential identified 
- sound policy for finance established 
- a sound religion curriculum developed and 
implemented in all schools 
Commitment to goa1s is increased by the degree'bf 
participation in their development. The greater the 
quality and quantity of involvement by the members, the 
stronger their commitment to goals willbe. Commitment can 
be delegated to develop programs and strategies once there 
has been large scale involvement in GOAL DEVELOPMENT. 
2 H 6 
getting ready for tomorrow 
February 6, 1988 
It is very important to me that in three years we. 
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I desire to be a part of the Discernment/Election 
Process Weekends. However, I will be unable to 
attend 
Saturday, March 19 
Sunday, March 20 
Saturday, March 26 
Sunday, March 27 
Please contact me about how I can be involved and 
exercise my right to vote. 
I do not wish to be involved in the process and 
choose not to exercise my right to vote. 
I am unable to take part in the process for 
personal reasons. I choose to participate through prayer. 
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PROCESS TIME LINE 
Province Mailing 
Ad Hoc Presentation to Assembly 
Clarification of Process 
Initial Meeting of Volunteer Planning Committees 
1:30 - 5:30 p.m. 
Committees meet to prepare rough drafts 
Process meeting of cannittees 
1:30 " 4:30 p.m. 
Presentation of rough drafts to total Province at Ipswich 
10:00 a.m. - 4:00 p.m. 
Refinement of Government Plan by total Province at Ipswich 
10:00 a.m. - 4:00 p.m. 
Presentation of Government Plan to Assembly 
Cluster meetings for further refinement 
Province discernment day for acceptance of Government Plan 
All day 
Province Celebration 
4:00 p.m. Liturgy followed by supper at Ipswich 
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PARTICIPATION FORM 
I would like to be a member of the following comnittee 
criteria) (See enclosed 
Province Leadership 
Staff Positions and Related Boards/Comnittees 
Assembly 
Local Community Governance 
Province Chapter 
Signature 
1 am unable to be a part of any working committee. I would like, 
however, to give the following in-put. 
Please return to AD HOC, St. Mary, Lawrence, by October 25, 1988 
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SUCCESTED CRITERIA FOR EVALUATING INTERMEDIATE GOVERNMENT PLANS 
STRUCTURES OF GOVERNMENT IN THE INTERMEDIATE GOVERNMENT PLAN 
a. Protect the rights and dignity of each person; 
b. . Call for the participation of all members; 
c. Encourage the growth of a communitarian spirit; 
It'd. Enable authority to be exercised in a collaborative style; 
e. Are appropriate for the particular culture, experiences and 
needs of the unit; 
V-f. Foster communication among the sisters of the unit and with 
others (in participation with the Cencral Government Croup], 
thus making participative decisions more possible. 
(Taken ^/iom CoruCiXiLCiom *66) 
THE GOVERNMENT PLAN MAKES PROVISION FOR THE FOLLOWING: 
a. Those entrusted with specific responsibilities for government 
have the authority to carry them out; 
b. According to the principle of subsidiarity, decisions are made 
at the level where they are to be implemented; 
c. In making decisions there will be appropriate consultation, 
especially with chose who will be affected by them; 
d. According to the principle of accountability, individuals and 
groups are responsible for the fulfilment and quality of their 
service, both to the designated persons'at local, intermediate 
or general level, and to those whom they serve. 
[Con*tc£uXA.on6 *90) 
THE GOVERNMENT PLAN SPECIFIES THE FOLLOWING: 
a. Description of leadership group (persons exercising canonical- 
constitutional authority): 
role and responsibilities 
number of persons 
- qualifications required 
term of off ice 
- method of selection 
- manner of selecting person(s) with canonical responsibilities 
and delineation of these particular responsibilities 
b. Listing of positions of service (staff) at intermediate level, 
together with the following: 
- role description 
qualifications required 
- method of selection 
term of off ice 
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Description of intermediate unit 
are integral to unit government! 
assembly |or other meetings which 
authority and responsibility (functions) 
membership 
method of selection (where appropriate] 
~ term of service 
“ decision-making processes 
Description of government structures at local level. 
When the local structures include pcrson(s) exercising particular 
authority, the plan includes the following: 
role and responsibilities (role of community in determining these) 
- qualifications required 
- method of selection 
term of of fice 
e. Description of unit chapters held in preparation for Ceneral Chapter 
constituency of the chapter 
method of selection 
- role and responsibility of chapter (functions] 
[ViAtctOKij #76) 
f. Listing of other groups (boards, commissions, etc.) integral to unit 
government, together with role and responsibilities, membership, and 
method of selecting membership. 
THE GOVERNMENT PLAN SPECIFIES TO WHOM THE FOLLOWING ARE ACCOUNTABLE AND THE 
METHODS OF ACCOUNTABILITY: 
a. Individual sisters 
b. Local communities 
c. Those who exercise canonical-constitutiorial authority 
d. Sisters in unit positions of service (staff) 
e. Other sisters serving the unit, such as those on boards 
and commissions. 
(OoyccCoai/ #77) 
THE GOVERNMENT PLAN INDICATES SPECIFIC LINKS WITH CENERAL GOVERNMENT. 
ESPECIALLY IN THE FOLLOWING AREAS: 
a. Selection of unit leadership 
b. Revision of government plan / 
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DESCRIPTION OK TERMS 
GOVERNANCE 
Wny in which we cane together, meet one another, to make decisions that concern 
our lives. 
PARTICIPATION 
Pilose involved have a sense of belonging, being bonded, listened to, valued 
respected, supported, and trusted—implies a sense of "we", "our", — 
ownership. 
PROCESS 
Dynamic, enabling way in which we go about accanplishing our task together. 
Process moves us forward in life giving ways. 
DIALOGUE 
Connunication between two or more persons seeking a deeper level of insight 
and truth. Dialogue requires listening and reflection. It differs fran argu¬ 
ment in that dialogue seeks the truth, whereas the purpose of argument is to 
win. 
DISCERNMENT 
Process whereby we cane together to pray, gather the facts and share wisdan 
with one another in order to find the will of God within our lived experience. 
It is search for and the awareness of the Spirit acting within us as we live 
out the mission of Jesus. 
CONSl'iNSUS 
Process whereby individuals and/or groups work together to cane to a cannon 
agreement. 
CONSULTATION 
Process of obtaining the necessary information fran those with experience/ 
expertise as well as those directly involved—in order to make the best 
decision possible. 
LEADERSHIP 
An exercise of power which is not canpelling (but rather enabling). It is 
a f|tia 1 ity of action by which the leader: 
(a) Elicits cooperation of individuals toward a cannon objective 
(b) Coordinates their activities to achieve that objective 
AirmoRiTY 
A reciprocal relationship between 
legitimately make decisions which 
(A legal right to cannand) 
(A legal obligation to obey) 
persons in which one is recognized to 










I endorse the Government Plan. 
I endorse the Government Plan with the following reservations. 
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